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A:SS!I.'RACT 
A CASE STUD'{ OFA CORRECTIOOAL INSTITUTION FOR 

MALE JlNENlLES: ADAPTATI~. EXECUTIVE REPr.ACEHENT 

ANU STABILIT'f. 

Victor Lloyd Schneider 

Edward O. Lau:mann 
Robert D. Vinter 

This study of consecutive administrations in a correctional 

institution for male juveniles examined the way in which changes 

in leadership mediate an organization's adaptation to itB en­

vironment.' The central question was whether'organizational goal 

stability would prevail in the face of external pressures and a 

crisis which implied organizational change. We ap:?roach'ed the 

problem by considering the implications of substantive goals for 

the adaptive process and cOMpared the goals specified by each ex­

ecutive, as well as their external and internal strategies. 

The institution ha~ o~ediencB;'90nforrnitY goals and was 

stable at the time of the first executive's administration. Sub-

sequent to a change in executives ~nd the turnover of all, except 

one, staff membe!s, the institution was re-examined. Because the 

crisis which led to the replacement'of the first executive was 

related to external factors, the environmental conditions and 

, external strategies of the successor received special attention. 

f 
f 

d 

Observutions, interviews, organization~l files and document,s, 

and qUestionnaires completed by staff and inmates provided data 

on internal aspects of organization life-; while data on environ­

mental conditions were furnished by observations~ interviews, 

legisla~ive records and a sample of relevant newspaper articles. 

Internal data was obtained o'n staff :pcrspecti ves of organiza-

tional goals, staff attitudes toward delinquents, sanctions, 

~':«.f!ht....;s;:;;:;JWlS(~lt#.j~:"' ..... "!N:.N\\&Z;;S'JiJ'!;""')Q ..... nl.Q,iQ:o>t.~,.'>::; .. J;.~"'....-~~;"I'~~. =_~~.~~ ........ ~ ___ r-.--......,..,~ __ _ 
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understanding and discipline, as well ae staff s~b-system rela­

tions and organizational tension. Inmate sUb-system data on at­

titudes toward the institution and staff, toward inmates'norms 

and on inmate sUb-system solidarity provided the meas.ures of . 

organizational impact. 

Executive goals were derived from an analysis of executive 

backgroun~, the "definition of the situation", the "terms of 

succession", and the· organi.zational character. External strate­

gies, which described each executive's orientation toward the 

environment in terms of four dimensions, were derived from the 

executives' goals. The s~rategies determined the relational 

techniques each executive used in his extra-organizational rela­

tions and the role performance mechanism of the institution. 

The environment was treated as organization sets in each of 

four crucial areas: protecting the organizational image, obtain­

ing funds, securing staff, and managing the flow of inmates. 

Each set was analysed in respect to size, structure' and influ­

ence and the implications and extent of impact on the organiza­

tion in each of the four areas were compared. The execu.tives' 

relationru~ techniques and implications for the organizational 

role also were coopared. 

We found the institution in the same goal range (obedience/ 

\ conformity) after a five-year period. However, variatio!ls in 

the backgrounds, career orientations and extra-organizational 

. powers of the executives contributed to differences in adminis­

,trative style, both jon res pect to external and inte;nal strate­

gies, which had implications for the organization's environmental 

relations, as well as for the organization's effect on its inmates. 
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Both exccutivco attempted to re~trict the observabilfty of 

the losti tution. Blecause of t.he influence of the local community 

and the predecessor's 'relational techniques, the predecessor was 

critized and serve~ neither his career nor his party well. In 

contr~st, the successor retained the position, despite a shift 

in power within his own party. That shift in pO~fer made the 

successor responsive to pressures for slightly more rehabilitative 

,goals. He reduced the length of stay in order to accommodate to 

.pOpuldtion pressures. The diluted thrust of the organizaiion's 

traditional goals in interaction with a more homogeneous, more de-

prived, younger population contributed to perspectives and sub­

system relations among the residents that resembled those which 

exist in more treatment-oriented institutions. 

The study indicates the need for more reliable and precise 

measures of goals and their eff\'lcts. I t also ,suggests that the 

organization set approach to the study of environmental relations 

has utility, but requires furthBl~ empirical application to de-

velop more objective measures of organization se't structure and 

influence. At the policy leve1, th,e importance of allocating 

increased resources to ore;a."liza tion-,lo cal community relations 

seems quite clear. 
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CHAPTER I 

INTRODUCTION 

Thesis Problem 

This Is a ~tudy of an organizat!on's adaptation to 

its environment. Primarily, it is concerned with how chang­

es in organizational leadership mediate the adaptive process. 

It examines the imp.1ications of substantive aspects of or­

ganizational goals under successive executives in a correc­

ti.onal institution for male Juveniles in order to ascertain 

the way in which the organizational purpose shapes its adap­

tation to the environment and affects the organization's re­

sponses to environmental changes. Although it is generally 

acknowledged that organizations adapt to dynamic environ­

ments, the conditions that limit adaptation and foster sta­

bility have received little attention, i.e., factors that in­

fluence the rate and direction of the adaptive process. 

This bas been particularly true, i~ ,the study of 

correctional institutions where case studies and segmental 

approaches bave tended to dwell upon the "total institu­

tion" effects and internal aspects of organizational life. 

Such perspectives typically ignore the extra-ol'ganiz~tional 

environment and its potential range of expectations, assum­

ing impermeable organization boundaries. They minimize 

boundary-spanning tranSactions and de-emphasize the sIgnif­

icance of executiveship, especially in correctional insti­

tutions for juveniles, where the balance between protective 

1 
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interests and treatment interests make goals and the organ­

izational means employed in their pursuit problematic. l 

~irical Orientation 

The focus here is on the adaptation of the organiza­

tion to its environment subsequent to a change in executives. 

This is examined by comparing external influences on the or­

ganizational mandate and resources.. the organizational goals, 

the executive strategies and organizational structure and 

practices during the tenures of predecessor and successor 

executives. The comparison of two periods in the life of 

an organization characterized by differendes in ,leadership 

permits distinguishing among influences of regional trends, 

influences of organizational character, the more transient 

influences ~which are related to. particular events) and the 

effects of distinctive aspects o.f administrative strate-

gi~s. 

Such an analysis should indicate: (1) the pattern 

of environmental influences impinging upon the organization. 

(2) the pertinence of substantive goals for understanding 

changes in organizations. (3) the role of the executive in 

l"Executlveshipn' is emplpyed here to denote: ele­
ments of,manageria1 or administrative roles which are 3ub­

. surned ur.der the concepts "goal specification." "interpal 
strategies." and "external strategies." Executiveship;1.s 
elaborated later in this thesiS and efta ref~r~nt8 for its 
elements are indicated at th.<l.t point. It is used in a man­
nercorisistent with that of Street, V:tnter and:. Perrow. 
DaVid Sj:;reet, Robert D. Vinter and Charles Perr'ow, Organ-· 
izationfor Treatment: A 'Comparal:'lve Study 'of Institutions 
for Delinquents (New York: The Free Press, 1966)~ pp. 8-15. 
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organizational adaptation, (4) the degree of stability of 

rsubstantive.goals, and (5) some of the variations in the 

adaptive patterns of one type qf' organization. 

General Theoreti.c Perspective 

An adequate theory of organizations, or more par­

titularly of "correctional organizations for juveniles." 

ought to specify the organizational responses to various 

environmental conditions and to changes in environmental 

conditions,1f the theory is to embody a dynamic rather than 

a descriptive or taxonomic approach in accounting for an.ti 

predicting organizational behavior. How substantive organ­

izational goals influence the relationship between the or­

ganization and its environment is crucial for understanding 

the adaptive processes of organizations (for recognizi~g 

the sources of pressures. demands upon it~ and its response 

to them). 

This research employs theoretical assumptions im­

plicit In an action-situation framework of analysls. 2 The 

:reciprocal relationshlp between macro and micro-systems re­

quir~s mutual assessment of orientations and mutual diag­

noses of the implications of action. The organizational 

2 T. Parsons, The Social System, (New York: The Free 
Press~ 1951). pp. 3-23. Also. in chronological order, 
M.,Weber, Theory of Social and Economic Or an'ization, trans. 
and eds. A. M. Henderson and, T. Parsons, Fairlawn, N. H.: 
Oxford University Press, 1947),; T,. Parsons. The Structure 
of Social Action, (New York: McGralol Hill~ 1937); T.Parsons 
and E. Shils, "Values, Motives and Systems of Action," 1n 
Toward A ~eneral Theory of Action, eds •• T. Parsons and 
E. ShUs (Cambridge: Harvard University Press, 1951). 
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purpose which serves macro-system functions and b alsoa 

guides organizational behavior 15 the c~ucial am,alytic vari­

flble linking the macro-system and the organization. h strain 

A toward system integration is postulated at both macro and 

micro-system levels. Literature employing ~ dynamic per­

spective of organizational goals indicat~ the sig.nificance 

of substantive aspects of goals and of the bases of organ­

izational control for the analysis of organizational devel­

opment, thus, of the accommodation process. 3 

However, despite the tendency toward system integra­

tion, greater slippage occurs in some parts of systems than 

others. Self-regulatory devices called into action :1.17 re­

sponse to crises and other symptoms indicative of problems 

of articulation among sub-systems have not received enough 

attention. Therefore, our understanding of the sources ,~d 

effects of variat,ions in the rates of adaptation .• particu­

larly in some segments of lC'.ocial systems, is 11in1t~d and 

has been virtually untouched by empirical res.earch. 

Organi'zational Development. Adapt.ation 
and Executive Change 

Organ:tzational development is vie~I(1jQ here as an 

. 3J • D •. Thompson and w·. J. McEwen, ;'Organ1z~t10na1 
Goals and Environments: Goal-Setting As an lnt,eraction Proc­
ess," American Soclolo~ical Review, XXIII (February, 1958), 
pp. 23-31; C. Perrow, The Analysis of Goals in Complex 
Organizations." "merican Sociological Re\'ieYl, XXVI (Decem­
ber, 1961), pp. 854-866; A. Et~ioni, "Au~hority St~ucture 
and Organizational Effectiveness," Administrative Science 
Quarterly. IV (June. 1959), pp .43-~-. -
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ongoing process. Existing organizational traditions, pol-

lc1es, structure, and perspectives (i.e., organizational 

character-) tend to provide parameters for organizational be­

ha,-:ior, rather' than prescripUons. Within these parameters 

the executive is free "to adapt his external stance and his 

strategy to changing'-external demands. 4 However, organiza­

tional development also sugl1:ests a series of stages, each 

with pre-eminent problems or issues with which the executive 
'5 
Is expected to cope. These tend to be both extra-organiza-

tional and internal. Further, both legitimacy and visibil-

l.ty ser'le to place maj or responsibil~i;~1 for organizational 

performance upon the shoulders of the executive and hold 

him accounta.ble for the organizati{)n's performant>.e and 
6 

achievements. 

The, elaboration of a viable organization requires 

skill in ma.naging internal arrangements and appropriately 

translating extra-organizational pressures. Such· a tr-ansla­

tionmust consider implications for resources and evaluative 

responses from the envir'onment. 'Organizations at various 

points in their growth ,and development have unique require­

ments. 'i'he oarlies t requirement for survival is legitimacy. 

The purpose and set of activities tied to the formation of 

4 . ' 
Street, Vinte:r and Perrow, op. cit., pp. 46-47. 

: .. ~!.errow ,.' o? . cit 'J pp. 856-857 

6Street~ Vinter and Perrow, op. cit. J p. 45. 
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an emerging organization must be distinct from the activ-

, , Itles of .other organizations. Further J there needs 'to be 
:'! 

some basis for undertaking" the formation of new organiza­

tion separate from existing, structures and supporting th~ 

organization'S autonomy--e.g' J notions about the malleabil­

ity of youth which lie behind the separation of juvenile 

and adult corrections, or the separation of criminal of­

fenders from the mentally disturbed which derives from dif­

ferentiation on the ,basis of willfulness or intent. 7 At 

other points in the development o~ an organization it may 

be faced with a need for facilities, a need to achieve an 

integrated internal structure, improved effectiveness or 

efficiency or changing markets and resources. Each of 

those tasks demands a somewhat different set of skills and 

knowledge~ Tlihich are not all. usually, to be found in a sin­

gle executive. Therefore, it is almost inevitable that 

executive replacement be employed as a major method for re-

ducing disparity betw,een macro-system expectations and or­

ganizational performance. 8 

7 Anthony Downs. Inside Bureaucracy (Boston: Lit'tle, 
Brown ana. C9mpany, 1967), pp. 220-222. 

8 " " " 
Richard O. C13-rlson, "Succession and Performance 

Among School SupeY.'~ntendents," Administratlve Science Quar­
terly. VI (Dec., 1962), pp. 2l0-?27j Oscar Grusky, "Treat­
ment Goals and Organizational Behavior: A Study of An Ex­
perlmental Prison Camp, II, (unpublished Ph. D. dissertation, 
University of Michigan, 1957); Phillip Selznick, ~~ounda~ 
tions of the Theory of , Organization," American Sociological 
Review, XIII (Feb.~ 1948), pp. 25-35,-

I 
! 
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If correctional organizations for juveniles are 

viewed as instil~utionalized means for meeting so\}ial system 

integrative functions, changes in the culture system (as re­

flected in new Imowledge, shifting values and altered so­

cial structure) imply new and different expectati(ms of cor­

rectional instHutions. System changes modify the criteria 

for organizatio:nal performaI'lc~ and operational mode of pub-

lic service organizations, such as correctional inlstitu­

tions. Because of organizational character,9 disparity be-

tween system expectations and organizational performance 

makes heavy demands upon organizational leadership and in­

ability to meet: these demands may lead to replacement. IO 

Several sets of conditions are observable which re-

.J quire executive replacement. They may be distinguished by 

the e;v.:ten't to which the parent ' organization-exerts 5!:irect 

control over termination. There 1s little contrell in the 

event of ,an executive's death (although the age of e:x:ecu­

tives and plans for replacement in anticipation of his death 

bear siBlllficantly on the "succession crisis"). SomeliO/hat 

more influence is exercised regarding the upwardly mob~le 

executive who takes a position in another organizatloIl: 'In 

his case the parent organization's valua:tion of organlza­

tional performanc,e and of the executive 's contributio~~ tend 

to influence rewards and gratifications, thus; execut~~ve 

90rganizational character refers to the "distinc­
tive competence" an organization has acquIred. It includes 
'the values, commitments and obligations embodied as we,ll as 
its social comp·osition. 

,10M• N. Zald, "The Correctional Institution fClr Ju­
venile Offenders: An Analysis of Orga,nizational Charac:ter, II 
Socia.l Problems, VIII (Summer, 1960), pp. 57-67. Alscl, 
Selznick, OPe cIt~ 
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turn6ver. On the other hand, when the executive is dismissed 

by the parent-orgartization, whether by transfe~ rcsighation 

or discharge. it is'clear that macro-system reaponse to or­

ganizational performance has occurred. In th~s study the 

focus is upon the last of the above, the situation in which 

the parent-organization decides on teI'Jllination. As indi­

cated by Selznick, 

Developmental changes are most sharply ref~ected in 
personnel turnover. This does not mean just any turn­
over, su:ch as' routine attrition and replacement, but . 
that involving a: shift from one type of person to an­
other. As new problems emerge~ individuals whose ways 
of thinking and l'esponding served the organization welh 
in an early 31;age may be ill-fitted for the new tasks. 

Implicit here, is the inability of the executive to 

mee.t changing demands. Several patterns of executive per­

"ormance may contribute t.o thiS inability. The routiniza­

tion of practices may lead ~o inapproprIate and (for him) 

unchangeable habits of command. His specialized skills ~l 

be incompati1:?le with the new demands, or the rate at whh~h 

be is able to learn and modify his perfor'manca may be too 

slow f6rthe conditions that have developed. His background 

and perspectives may' prevent him from seeing and recogniz­

ing new and different demands, or alliances and earlier 

commitments and obligations may limit bim in developing 

different source!> of support that would be more appropriate 

.to emerging organizational needs. Because the executive is 

. a part of the organi·zation. his ability to view 

. 11 
". Phillip Selznick, Leadership in Administr'ation: A 

Sociological Interpretation (Evanston: Row, Peterson. 1957). 
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organizational behavior objectively is limited. Few execu-

'tives establish means for obtaining information on their 

organization .sufficient to provide an independenl; and obje'c­

tive view of organizational performance. Further. goal def­

initions tend to specify performance criteria that contribute 

to constrUing organizations as "self-fulfilling prophecies." 

The juvenile correctional institution stands in re-

ciprocal relation to its environment. It provides a service 

to the region (conta.inihg, caring for and in some way modi­

fying deviants). putting the macro-system in the role of con-· 

DumeX'. and in turn it acts as a consumer of \;he environmen-

~al resources that are required in pursuit of organizational 

purposes. P~bl1c institutions depend for legitimacy upon 

legislative and various standard-sett:!.ng bodies inter4~sted 

in child welf~re and corrections. It depends upon its par­

ent organization for a general notion pf organizational 

goals and depends also on standard-setting agencies and 

markets (local communities. CClurt~ ~ proba ti.on and parole 

officers) for evaluation of its product ;iI)d operational 

mode. The region prov'ides personnel, both' staff and cli­

ents) and the legislature proVides the generalize.d .means 

(funds) which. depending upon the o!ganizational structure 

and program for attaining its purpose. determine the type 

of staff~ clientele and. other facilities prpcured. 

System Level· Interrelationships.--Each level of the organiza­

tional hierarchy cons·titutes the immediate environment and 

" !! 
. 'I 
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sets the conditiona to which its sUb-systems respond, each 

sub-system with its own imperatives, dependlhg t:pon composi-

tion and structure. The extra-organizational environment 

sets the conditions fo~ the institution- (mediated, trans­

lated and defined, primarily, by the executive and parent 

organization).l2 The executive must attend to various in­

terest groups and publ1csfor which the organization's ac­

tivities and behavior have implications. External groups 

provide rei3ouJ;'ces and standards among which the executive 

must choose those appropriate for accomplishing the organ­

izational purpose as he has specified it. His specifica­

tions of purpose are contingent upon the "terms of succes­

sion" and the mission implicit in it.l3 He is accorded 

considerable autonomy 'fIith his appointment, although lim-

Iterl by loss of the position if he exceeds his authority. 

The executive exercises this autonomy as he defines goals 

and creates the organizational means for their attainment 

by recruiting stafr, sol1citin~ funds, alloca~ing tasks and 

organizational resources (including authority) through the 

organj,zation; ,and thus, he provides the organizational 

• : i2T~e perspectives of sUb-system articulation, ex­
ecutive'role and exe.cutive functions employed here are based 
on the work of Stree-t ,Vlnter and Perrow, op. 6i t., pp. 45-
49. They r~fined and elaborated the seminal ideas of two . 
earlier students of organizations, Chester Barnard and 
Phillip Selznick. 

13' , , 
,"Terms of sticcesslon" denotes the criticisms of 

the predecessor that, are expressed by the 'aDPointing author­
ity. ' It. also refers to obligations' to the appointing author.:. 
ity that, are implicit in tbe ,apPoint.ment, 'e :g., commitment 
to a set of ~al~es. beliefs and expectations. 

-I 

1 
I 
1 
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climate for organizational members; both staff and inmate 

8ub-syst~ms. 

In turn, the staff compose, mediate and define the en­

vironment for inmates in terms of relations to the inmates 

--the maruler in which they are disposed to them and the in­

mate relations permItted. The staff become for inmates the 

source 'of authority 'and other values via their implementa-

tion of rules and procedures. 

L,ool{ing upward through 'the organlzat;ion--peers and 

staff clJmprise the most immediate and pertinent environ-

ment for the inmates, particularly where limited outsi~e 

contact is provided and distance prohibits frequent vis­

itors. For the staff, the isolation of the institution 

(residence on the premises) serves to minimize exte~nal in­

fluences (limited to friends and relatives in the locality) 

and the colleagues, inmates and superiors constitute the 

context 1'01' organizational b,eha,vior. For the work super­

visolrs and ,executive core mt!mbers, similarly, other staff, 

inmates, and executive constitute the major features of the 

environment, although professional stafr may maintain links 

laith proi'essional peers' outside the organization and profes­

slonal associations. 

The executive, however, as the supervisor of a sub­

organizational program for the parent organization, occupies 

a boundary position, in which the organization spreads out 

below him and the parent organization and s,igniricant in­

tere.st groupS which he must consider a.nd to which he relates 



'\1 
:\\ 

J' . 

..L," 

'--

12 

are above him,l'4 How he views the superstructure and re-
It!; . :1 lates to 1t are crucial for the goals which are specified, 

the soUrces of demands and support, and the relevance of 

external evaluative positions, as well as the organization­

al product and operational mode to which the environment 

responds, 

There are three major sources of autonomy for the 

executive in the correctional lnst1tution fer male ju­

veniles,15 First, are the vagu·e and general terms of the 

organizational mandate, which derive from the ambiguous re-

1ationship between means and ends because of the lack of 

consensus about appropriate models for juvenile corrections 

(abstract pr,pduct' and unad~ptable technolo;;;y) ,16 The~­
ond is the unusual relationships existing between sets of 

significant publics, i.e., the separation of "consumers" 

(inmates), who have little influence on the services they 

receive because they do not control funds, and legislators, 

who do net lmm'J what their money buys because thf;!y lack 

knowledge about the material processed and the prodUct. A 

similar. situation prevails among the courts and home CO:ll­

munitles served by institutions. A wide range. of criteria 

for incarceration:~nd of program expectat"ions exist. but 

111 Street, Vinter and Perrow •. oP , cit.,p. 45, 

15 Ibid., pp. 45-46, 
'16 . 

, . James D. ThomDson and Frederi0k L. Bates, "Tech-
nology, Organizat,lon and Administration," ASQ, II (l.!arch, 
1958), pp. 325~343. 
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the court and community have little knowledge of the cri­

teria and expectations 01' other regl.ons, There is' also dis­

continuity among various standard-setting agencies, e.g., 

child welfare workers, courts, etc. The thir~ is the rela­

tive ft'eedom from surveillance because of organizational re-

moteness and its total community character. 

Consequently. the executive is relatively free to 

determine the m~aning that he gives to the mandate, to se­

lect the interest groups and publics to which he is ori­

ented ano the stance that he adopts. and to evolve his own 

notion of institutional means for attaining the goals that 

he has defined and specified. These three elements consti-

tute the major dimensions of the executive strategy. serv­

ing to differentiate among executives and the "way in which 

they hancUe their c'rganizational role .17 

The executive is not wholly free. however. The 

quality and quantity of resources. population pressures. 

existent patterns of internal relat~ons and prior commit­

ments to external agl~ncies place real limits upon ;lchie'~~­

ment. as does the elongated technical process implicit in 

most programs.18 But between autonomy and constraint is 

considerable leeway. depending for expression upon executive 

perspectives and creativity. What he does in and with the 

organization may vary from passive withdrawal to aggressive 

17 .. 
Street. Vintelr and Perrow. op. c1 t •• pp. lJ5-lJ6. 

18 
Thompson and Bates, op. cit. 
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meetihg of the perceived opportunity and challenge. He may 

react to "implacable" forces bearing upon the' institution or 

engage them and select among them those requiring more or 

less energy. 19 

Variables Bearing on Executive Response 

There are three sources that contribute to the man-

ner in which the executive will respond to his accession to 

office and carry out his role: his character, the organiza­

tional character, and the definition of the situation at the 

time of succession. His character includes his personality, 

i.e., attitudes, predispOSitions, confidence, warmth, etc., 

as well as Imowledge and skills stemining from prior ex peri-

ences which oe!?"s' on his conception of human behavior, delin­

quency, and techniques for modifying juvenile behavior. For 

that m~tter, ~hatever attribut~s he possesses which the ap­

pointing' authority deems important re~resent rel.evant as­

pects of his role. and in part help 'define his mission in 

the institution. 

,The organizational character, because it derives 

fro~ the history of the organization and reflects tradi­

tional patterns, vested interests, and prior commitments 

poses demands for the new executive. They must be learned, 

evaluated in terms of his mission, arid he must ,possess the 

skill to invoke changes where required by the 

19street, Vlnter ~ and Perrow, op • cit ., pp. 257-
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goals he defines or to integrate new operational modes with 

prior patterns. 20 Organizational perspectives come within 

the scope of the organizational character, for they include 

the existent ways of viewing clients, organizational purpose 

and the tasks within the organization. 

The definition of the situ~tion refers to the condi-

tions for the change in executives. It denotes an evalua­

tion of the prior executive and the organization's perform­

ance. It represents the perspectives of and evaluation by the 

~ominant publics which are interested in juvenile correc­

tions and the purposes of the institution. Both the crit­

icisms to which the priorexecut1ve was subjected and the 

attributes sought in the successor help specify the "pur­

pose" in replacement and suggest the mission of the new ex-

ecutive. It should be noted that replacement may not nec­

essarily imply change. It may equally well 1OO1cate stabil­

ity.21 Implicit in the succession process is the obliga-

tion of the successor to those who conferred the apPOintment. 
,::',::l 

This becomes constraint the executive and may " a upon 
'\ 
'<'; 20"Change" '1s employed here to denote either a dif-

ferent set 0"1' beliefs and va.lues that give rise to a defini­
\ tioil of the organ1zation' s goals at a point on a goal qon-

'~'4 tinuum sufficiently 'distinct from a previous point as to 
'.; require a changed means forattkining that goal and measur-

e; ab~e consequences. or modified organizational me,ansand 
"I measurable consequences. despite the lack of a different 
: .. :; goal. 
1 21 

j Replacement may be a response to conflict or ten-
,.~ sions that .. could pr'oduce undesired change, therefore the re­

'.i placement might be expected to mediate differences, concil­
':pate factions and undertake whatever arrangements of inter 
~nal affairs would reduce tensions and alleviate pressures 

.1 toward, change. 
,.j 
";~ 

'"AI 
i~.< 
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threaten the security of his position, if he seeks support 

on Bome issues from factions which support positions anti.­

thetical to the appo~nting authority. 

Empirical Operations 

In order to examine the ways in which correctional 

institutions adapt to their IHl'vironment "Ie use "executive 

succession"to denote two dlsl,inct but related ideas which 

are significant for the relat;ionship of the institution to 

its environment and the adaptation process. One aspect of 

executive succession refers to contiguous eras in the life 

hist,ory of the organization which are distinguished by 

changes in executiveship. Implicit in the replacement proc­

ess are evaluations of the preceding executive and the or-

ganization for which he is held responsible and which have 

u,' led to his removal. 

,,-

Further, the succession re,quires the selection of 

a new executive, a replacement, and tbe use of criteria in 

the selection ·process.. Gouldner describes succession in 

terms of "definition of the sit\1ation" and "mission." These 

concepts provide the basis for the "special mandate" of the 

new executive. Both Gou1dner and Grusky point to problem 

of the new executive inherent in the organizational charac-

ter. 22 Grusky indica.tes that organizational stabil1ty,23 

of deve1o~ment. and existing structure are major 

·22 A.W. Gou1dner, Patterns of Industrial Bureaucracy 
York: Free Press. 1954.) 

23GruskY, op~ cit. 
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variables bearing on the "degree of crisis" an~ on organiza-

24 ' tional response. Accordingly, comparison of external con-
; 

.. ~J 

~ ditions, executive strategies and internal states of the 

.~~ organization at different periods of time provides data for , 

. ,<I 

assessing the relative significance of aspects of the exter-

~al conditions, of individu~l executive perspectives and of 

existant internal states for the environmental adaptation 

of .this type of organization. 

The other aspect of "executive succession" refers 

to central elements in the executive role which are useful 

for specifying and analyzing "executive strategies. n The 

three crucial aspects of executive strategy involve (1) re-

:; 1ating to the environment, (2) formulating organizational 

goals and (3) managing the organizational thrust. 

Because the transition from one administration to 

another i,s accompanied by evaluations that express diss.atis­

faction with or concern about the earlier administration. a 

direction cz' "mission" is implicit in the replacement of the 

executive by an "outsider. n25 Whatever conditions the pred-

\:!cessor may have faced upon accession to office, being de­

posed indicates either that he did not effectively cope with 

those conditions, 1.~~, he did not achieve his mission. be 

2~The institution was found to be stable during the 
earlier;' study. However, it is possible that the institu­
tions of this type, obedience/conformity, change· at a rate 
too slow to be detectable within the one year interval of 
that study. Street. Vinter. and Perrow, op. cit., pp. 16-
22 and 257-277. 

25 . 
Carlson, op. cit. 

~ .... h· ________________________________________________ ~, __ _ 
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incorrectly defined his mission, or that the conditions 

changed and he failed to cop~ with th~ changed conditions, 

1.e., he was unable to modify appropriately his mission. 

Therefore, i.t is incumbent upon a rew executive to identify 

his predecessor's shortcomings, the conditions that led to 

his dismissal, and to establish a mission which will avoid 

the criticisms to which the previous: executive was sub-

Jected. 

It is the organizational purpose or goal, as a cen-

tral element in the executive strategy, which denotes the 

mission of the executive. The organizational goal 

st~nds between the external stance or t6e executive and the 

internal management of the organization. Implicit in the 

goals of the organization are the executive 's vie~IS of hu-

man nature. Juvenile behavior and delinquency, and the means 

for modifying boys' behavior--all of tlhich condition the or­

ganizational techniques employed. 'such as the distribution 

of authority', the type of staff. the type of program. rules 

governing internal relations, admissions, releases, etc. 

However, these are the internal manifestations of the execu­

tive's formulation of goals. What the goals are. depend in 

part on what the former goals and operational mode w:ere. 

For impliCit in the evaluation. of the previous executive are 

the standards or expectations of significant interest ~oups 

01' publics. which were not satisf1~d and which· had su.ffi­

cient influence to create the crisis terminating the tenure 

of the earlier executive. The evaluation is contingent 

.1 

I 
1 
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upon'the fit among the expectations, the executive's inter-
., 
't pretatioll of expectations and organizational performance. 
"\ 

r ~, _'; 
. :1 

These elements are .incorporated in the operational mode and 

goals or tbe previous executive. and become the context for. 

the "definition of the situation" of a new executive, the 

"springboard" for evolving his mission and the means ,by 

wh1.ch the mission will be accomplished, 1.e., his "strategy." 

This chapter presents a statement of the problem, 

the scope of the research and the theoretical .!'ramework, 

and'some Inpll!::1t propositions. Here the empirical opera­

tions of the research are broadly indicated and an outline 

of the thesis structure complete the chapter. 

The se<:ond chapter describes the research design 

and methodolo.@3 .• including the operatlonalization of con­

cepts and the dl~velopment of instruments employed in the 

research. 

Chapter III provides a bri~f historical statement 

Oil the lil:st1tb:~ion studied. indic~t1ng some of the tradi-

tions whic-h ~~.ad e\~lved in the institution. 

The findings of the study are presented irA Chapters 

Pl. V and VI.· Chapter IV treats the two executives: taking 

up their peJ;'§Qnal, backgrounds. character, career lines, or.i-·. 

entation to juvenile corrections, orientation to the extra­

organizationa.l environment. the s'trategies employed by ~ach 

in carrying out his mission in the institution and the 

,1 
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implicat~ons of the appointment of each for the institution 

upon his accession to office. The fifth chapter includes 

the treatment of material an the organizational environment, 

including the organizational and social setting of the in­

stitution, the context for repiacing executives and a com~ 

parison of the extra-organization relational techniques 

during the tenures of the two executives. The sixth chap­

ter tak,es up the findings on the internal .aspects of the or-

ganization under each of the two executives. Here the in-

cUlcation of goals or organizational purpose, the alloca­

tion of tas~s and authority, the pattern of sUb-system re­

lationships and perspectives (both stafr and inmates) a~e 

examined and compared • 

. The S'.ummary and conclusions appear in Chapter VI~. 

: which integra'tes the material of the three pr(!ceding chap­

ters and prl)poses dlmenslonsof organl~ations which lend 

themselves tlO understanding organl~ational responses under 

conditions of macro-system-mlcro-syste~ relatlon-

I 
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II 
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CHAPTER II 

RESEARCH DESIGN AND METHODOLOGY 

The Comparative and Longitudinal 
Bases of a Case Study 

This research, although focused on a single organ­

ization, compares organizational states at several points in 

the history of the institution. l Therefore, it gains breath 

through continuity with an earlier comparative study that 

included the institution. 2 The previous study provides 

baseline data for assessing organizational behavior approxi­

mately four years later as well as criteria for evaluating 

the potential range of organizational responses to goal com­

mitments. This study selectively replicates certain aspects 

of the earlier oriein order to maintain comparability of 

data. The range of inquiry was narrowed by retaining ques­

tionnaire items ~lhich were most pertinent to the character 

of the institution and which, were believed to be most 

lAlthough studies of single organizations have lim­
ited evidential power for establishin.E,. relationships, they 

, are adequate 'for disproving a relationship; also they sug-
1 gest hYPotheses and serve reconceptualization. 

. t 2' . • 
·t Street, Vinter, and Perrow, op. 
~ V1nter. et al., The Comparative Study of 
,0tional Institutions: A Research Report. 
~Un1yersity of Michigan, School of Social 
'l . 

21 

cit.; Robert D. 
Juv~nile Correc­
(Ann Al'bor:The 
Work, 1961). 
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sensi the to (~hangc,.-Sonie ·a·spec.ts of the internal s truc­

ture. particularly thecl1ent system, were omitted and the 

external' envilronment wa~ examined in gI'eater detail. 

In prurt. this institution was selected for the 

study because it represents the predominant form of juvenile 

correctional practice (obedience-conformity).3 Based on 

sta·rf-inmate :ratios, Janowi'tz indicates that about half of 

all public institutions are of ' the custodial (obedience­

conformity) t:ype. 4 The prevalence of obedience-conformity 

institutions :s'uggests that they are persistent. The Com­

parative Stud;~.5 also indicates that they are comparatively 

stable. Organizational purpose and implicit structure ap­

pear to influence the wayan institution relates and adapts 

I to its environment. Further, this institution contrasts 

with the two treatment institutions in the earlier study 

that experienc1ed changes in executives prior to and during 

that study.6 It occupies an 'extreme position at theoppo­

site end of the goals continuum among the institutions of 

the comparative study. 

3The research reported by Street, Vinter,and Perrow 
employed an a priori g9a.l cont;inuum for ordering inStitu­
tional types. The continuum ranged from "custody" at one 
end. to "treatment" at the other. °rhe obedience-conformity 
model, while not at the extreme pos'i tion, was closer to the 
custody position than other models. identified in their 
study. op. cit., pp. l6-d2. 

4 .' . 
Morris Janowitz, "Forward," in Street, Vinter, and 

op. cit., pp. x-x1. 
5 . . 

. Op .. cit •• pp" 264-268. 
6 
Ibid., pp. 48-53 and 63-64. 
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This institution provides an empirical example of 

a stable organization; it is one which should be less re­

sponsive to external pressures and trends. ~t should also 

be subjected to less pressure. Yet, subsequent to the earl­

ier study, it experienced the replacement of its executive 

and turnover of most personnel. PrE!sumably this would con-

'note instab!,lt ty and port,end change. 7 Therefore, it pro­

vides the kind of paradox which traditionally has been most 

fruitful for research. On one hand the organization had 

been established as stable and relatively free of internal, 

conflict; while, on the other hand, there lias evidence imply-

ing instabll~ty which would appear related to its external 

rather tnan internal relationships. This provides not only 

the opp~rtunity to examine the influence of the environment 

Ii on the change in executi'-:E7s, on the goal-setting process ' 

and on the organizational behavior'of this type of institu­

tion; but. also, ;it reveals the influence of the organiza­

tion's Bubstantive goals on the succession proc~ss per~. 

Permission to conduct the study and arJcess to the 

institution were obtained first through appro'val of the par-

ent organization via an exploratory letter and a. conference 

and then by a meeting with the executive of the institu-

; tion • The meeting with the executive was used to explore the 
• ,.1, 

," ;~: 
(.,'----------

~ 'f 7 . 
. Gouldner, op. cit., pp. 59-101; Carlson, op. cit., 

• 210,-227. 
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feasibility ot' the research, to indicate data and procedural 

requirements, and to assure him of the care that would be 

exercised with respect to information and data. Carte 

blanche was tendered and the specific terms of the agreement 

were confirmed in a letter prior to undertakIng the research. 

Despite the letter specifying the conditions essential for 

undertaking and completing the study, however, the pre carl­

ousnes~ of positions and the charged political climate re­

quired repeated negotiations and clearance of IDa"tters with 

the paren~ organization. 

In order "to provide some idea about the institu­

tion's size and structure under each of the executives, Fig­

ures 1 and 2 and Tables 1 'and 2 are presented at this point. 
.. .' 

They will provide the reader with a prelim1n~ notIon of 

the institution being discussed and wiil help him understand 

" the research procedures and re.ferences to members of the or­

ganization.S 

The Collection of Data 

The collection of data moved from an early explora-

tory phase to a more formal and intensive program of in,ter­

,views and observations both inside and outside the instltu-, 
~".'i tIon.9 

Exploration included visits to the parent 
" 

,t 8 . 
; Discussion of the contents pf' the FigUres and .Ta-

:::,bles is def'erred until theIr sllbstance is relevant to the' 
,;analysis of the organization, Chapter VI. 

.~ ~l 

,~ 9The following table provides a rough guide for the 
,c:hronology of field procedures. In most cases some portions 
~r the data were collected before or after the period 

t .. ,J 
. ~ 
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I Parent Organization I 
I Executive Secretary I 

14sst. Director.1 
" 

I I ' I I I I 

Social Prlnclpala 
Power Service Farm 
House Business Director Managera T~achers (9) Nurses 

Pumping 
Manager Chaplain Farm Super- 'r/<".:"l.tion. (4) 

, Station Secretary (3) visors (5) :;., ,j:. (4) 

Head Cooka 
Cottage Parents (12) Detail 

Matrons (2) Supervisors 
Cooks .(6) Night Supervisors (5) , (5) 

> 

aDepartment heads (only departments in whIch the head was Interposed between personnel and 
exec'utive'; however, the executive was generally avallable to all staff and inmates). . 

Figure l.--Formal organizatlon under Jackson. 
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• Dorm. 

Super­
visors (6) 

Relief 
Super­

visors (6) 

Matrons (2) 

IParent Organization 

Secretary Executive 
. ~ 

, CbaplainD H Assistant. I , 
Directora 

Soc. Ser. 
Directorb 

; 

Clerk 

I Institutional Services J 
I I 

Stores (1) Head /Nurses (4) I 
Laundry (1) 
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apersonnel reporting directly to the executive as part of the normal proc~dures. In the event of 
confUct or energencies, any staff m~mber might go to the executive.' 

N 
0\ 

'.' bPersonnel· who worked routinely with the assistant director, but who. had ready access to the ex­
ecutive and who, along with the principal, assistant director, and executive, comprised the commIttee that 
decided promotions and releases of inmates. 

Figure 2.--Formal organization under Smith. 
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TABLE 1 

INMATE STAFF RATIOS 

Predece15sor 

. Inmate--Total Staff Radio 
Inmate--Cottage Parent Ration 
Inmate-~Teacher Ratio (exclud­

ing vocational instructo~s) 
'Inmate-":Social Servl'ce Ratioa 

Inmate Population 

3.9· 
14.1 

25.0 
125.0 
250.0 

Successor 

3.3 
l4~2 

25.6 
125.0 
250.0 

B:trhe chaplain. who did intake intervie~ling and ~'ome 
counselling, was included in the social service category~ 

organization and otl'ler institutions under the direction of 

its penal division as well as informal interviews and observa-
10 tions at Boysville. Within the institution exploratory 

indicated. Moreover, information obtained in all phases of 
the study were used in guiding subsequent steps. 

I. Exploratory Phase (February, 1963 - June, 1964) 
Observation ?ond lnterv1e~{s of the following: institu­
t~.onal staff and clients, special programs in the area 
of delinquency. ?ond staff and clients of other youth­
serving institutions and of the parent organization. 

II. Main Data Coll~ction'Phase (June. 1964 - May, 1965) 
Observations (April, 1965) interv~ews •. file data, and 

. qu.estionnaires pertaining to institutional stafr (March, 
1965) ano. clients (APx:ll. 1965); most extern~l in~er­
views with court represent':it1ves, law enforcement offi­
cers and legislators; and terminal institutional inter­
Views.' . 

III. Terminal Phas~(June, 1965 .. - January. 1966) 
. "'il; Completed external interviews, . summary of legislative 
,~record, and related articles from a sample of relevant 
'~ newspaper stories. . 

', .. ei 

;1 11l ·::.Ut , nBoysville" is the pseudonym of the institution 
. .0~hich is the subject of this study. The "parent organiza­
"~ionn refers to the division of the state administration 

::w,hich directs the institution • 
• • <~ 

\:: < 
A 

"<'/,~ 
,f'\~ 

.'\~ 
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TABLE 2 
STAFF BACKGROUND CHARACTERISTl'CS 

Total Stafft 
Number 
Median Age 
Median Years Service 
Median Edueation(years) 

'Per cent white 
Per cent previous professional 

experience (Social Work, edu­
cation. psychology. etc.) 

Cottage Parents: 
Number 
Median Age 
'Median Years Service 
Median Education (years) 

Detail Supervisors: ',:', , 
Number 
Median Age 
Median Years Service 
Median Education (years) 

Teachers: 
Number 
Median Age 
'Median Years Service 
Median Education (years) 

Soclal Service: 
Numbe,l;' --­
Median Age 
Range Years Service 
Median Education' (years) 

Predecessor 

65.0a 
44.0 
2.8 

10.0 
100 

13 

n b 

39 
2 

.12.0 

i8c 

54 
2 
9 

2 
32 
2-12 

14 

Successor 

78.0a 
52.0 
3.5 

10.0 
98.7 

18 

18 
51 
3.5 
9.0 

l6c 

54 
3.5 
8.5 

l11 c 

46.5 
2.9 

15.9 

2 
46 

4-17 
15 

, aExcludes Part-time perG(mnel and consultants who 
" were not integrated into the daic:lly operations of the instI­
'tution •. 

:\ bExcludes relief and night cottage personnel dUl'ing 
l,the administration of the predect~Bsor'. 

Q c ,"', 
" During the adm'.nlstrati!m or the predecessor phys-
'lcal education instructors were (~xcl-Jded' from teaching per­
'~()nnel as were supervisors who appeared prlmarily responsi­

, ~le for the production of work. Under the' successor J the 
, Il:hysical education teacher was a college graduate. He had 

p,een a professional athlete and )provided physical education 
".;lasses that were integrated in the academic curriculum was 
i;pnsidered a teacher. ' Vocational instructors who had class-

", ~.~ ,in a fixed place and whose students were integrated in 
'~pe academic curriculum were also inCluded among- teachers. 

, "A~ a group they were distinct from journey-craftsmen .... ho 
l3upervlsed inmates in tasks related to maintenance of the 

:, Pl1ls1cal ,facilities of, the lnstitut:ton. 
0.._"[. 

c'-::;',;; 
\ -.,~,\ . 
:'.:, 1,\~ 
~'~ ~, 

.•. :\,,£i 

I 
! 

I 
I 

I 
~ 
~ 
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Informatlon provided a basis for modifying the question­

naire tha.t had been employed in the Street, Vinter and Per­

row study. and for 1dentifying current issues in inst1tu­

tional op,~rations and starf perspectives. ~l Outside the in­

stitution the interviews provided data on prevailing per­

spectives on delinquency and juvenile corrections along 

with evaluat1ve materiai on the institut"ion. Problems and 

po11c1es which would bear on the institutional client in­

take. operational mode, and client characteristics were 

sought, particularly fromjuven1le court Judges and legisla­

tors. ~format10n from the courts was essential to the 

study because the quantity and quality of client input in­

fluence th~ program alternat1ves available to the executive 

and reflect the institut10nal image. At the same time, the 

reilability of the information and its source was evalu-

ated. 

Because the institution served the entire s~ate. it 

was. important to consider a. representative set of views on 

relevant variables. Rates of recorded de11nquency and rates 

of.confinement to the institution were determined as cri-

·teria representing variations in local responses to delin­

quency. variations in court policies, and variations in lo­

cal resour~es for treating delinquents. We selected a sam­

ple of courts bya random start in a list of. courts that. had 

clus~ered abcording to geographic region and that had 

11' 
. -Street, Vinter, and Perrow, op. cit •• pp. 285-

305 and pp. 310-320. 
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been orderedwith1n regions according to delinquency rates 

and incarceration rates. There were no outright refusals to 

the interview requests but many problems in scheduling ap­

pointments arose. 

The Judges were the largest single source of inter­

view data (outside the instlt·ution itself. of course) fol-

lowed by legis.lators. Alllong other sources I up to three rep-

resentatives of a single interestpr organization were in-

t:erviewed. 

File data ifere transcribed to prepared schedules 

(see Appendix B) and, to the extent available, were col­

lected first on stafr no longer with the organization and 

then on current stafr. This preceded the staff and inmate 

surveys .. Nh1~!l. 'with the exception of file data on inmates 

and tel'.J1l,1nal.lntervlews with executive core. completed the 

i co~l~ction of internal data. The last data collected were 

',; derived from an analy;is or' newspaper material, legislative 
, I~ 

:~ proposals, and interviews' with potentially threatening fig­
··:r 
lures. e.g., the .former executive, locCi.lcommunity persons, 

+, ' ' " 

tmembers of a state citIzens' group and the head of the 

'state's Child WeLfare Division. 12 
, . .~( 

'}" 

:":1 12~dlviduals whose interests' might have been anti­
,t,hetical to the current administration were not interviewed 
'~~jntll allinformation ~equired from the institution haP. 
',ti~en obtained. It was feared that the administration would 
:i;p.terpr~t several such interViews as nfraternizing with the 
; .. ~~em;y ,n whIch "liould .have jeopardIzed access to the instItu-
_~on. . 

\',,1 
":}/ 

tri 
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Internal Sources of Data ' 

Four methods were employed to obtain data on the in­

terrial stru.cture and operations of the organization, which 

tapped a wide range of sources. The methods included trans­

cription of existing data from d6cuments and files to sched­

ules; observati.ons of the daily behavior of staff and cli­

ents; interviews with staff and clients; and questionnaires 

completed by statf arid client~. The file data (see Appendix 

B for schedules) provided 1nformation on starf and clients 

which might have been unreljably reported in the question-

naire. e. g •• birthda.tes could be interpreted, as providing 

identification; and age, even with explicit instructions, 

frequentiy is rounded or omitted. Employee handbooks, cor­

respondence, internal publications and notices furnished in­

fo:rmation on executive perspect'1ves and goals, identified 

significant external relations, and enh'anced understanding 

of observations and interviews. ~bservations were used to 

identify practices 1n the operation of the institution, to 

determine responses to various events and situations which 

were part .of organizational life. to specify areas of in·­

quiry for the sur-ley questlonna1res~ and to clarify their 

,\' meaning. Observ.ations also yielded indications of the dis-
? '. 

!'f~ tribution 'of authority, tasks, and autonomy, and made clear 
l 

't, ,'the informal practices that had developed and the kinds of 

l'lissues behind the exceptions to routine practices. Along 
,,·.:,'t· 

'~}'rith observations, interviews served to acquaint the re-
;',';"'1- • . 

·,{j./:l>earcher with the institutional. practices and provided an 

~l 
~--.... ------------------------
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.opportunity t.o seek explanations of observed behavior. They 

also pr9vided an awarene.ss of pr?blelllatic issues within the 

1nstitution and areas of staff solidarity and conflict, add­

ing substance for questionnaire comltruction. 

Staff and clients were administered questionnaires 

(Appendix C) in a survey to ascertain subsystem relations, 

perspectives. attitudes and opinions. The staff question­

naire included a sanctions index, a s'cale of \mderstanding, 

a scale of discipline, beliefs 'about j'uveniles, delinquency, 

and corrections, perceptions of organizational goals and ex-

ecutive expectations, ratings of influence and importance of 

staff subsystems, tension between starf groups, and feelings 

about.employmentatthe institution. The client quest~on­

naire' sought perceptions and !,!plnions about institutional 

Ufe, sociometric data, and orientations toward and opinions 

about staff, institution, and external influences. 

,,' ;rnatituUonal Interviews. --Interviews with the executive core 
} 

co~t1nued throughout the entire study. terminating subsequent 

to the collection or file data and surveys. Tbe interviews 

in the initial phase of the study furnished data on policies, 
.':<.\ 

rules and practices, provided guidance in modirying the stafr 
", "\ 

'Iand client questionnaiI'es. and directed the research in re-

'".;,,':spect to the ext.ernal environment. Later interviews served 

,"::~o identIfy issues and pl'oblel!1s ~l1thin the 11lst1tutlon and 
'. '.~ 

:",>~,o alert the researcher to change s in tasks 1/ author! ty. and 
',~~?}r . .' 
, ,!nfluence. as 'well as to extern.al eve,nts or responses' 

.:.'.} 

~i 
'"~':;''' ~,. ,. , .. :,;<:. l' 

,,< -:." I 
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bearing on the institution's activities. 

Furthermore. interviews served to sensiti2;e the re­

searcher to employees perspectives, particularly tor ne~ em­

ployees or erup~oyees afre~ted by a change 1n procedures or 

rules. The interviews with the boys and other start were 

used in much the same way, but were oriented to the specif-

lcs of daily events: attitudes, understandings, and reac­

tions. Although the executive stated that the researcher 

had access to all aspects of the institution, employees were 

sensitive to information that might reflect on institutional 

practices and protected themselves by discussing such content 

with a member of the executive core before meeting with the 

researcher. ~onsequently. before an employee would comment 

freely he would develop a rationale or defense about the 

issue. Relationships were haz8.l'doua. necessitating patience 

, and frequent efforts to resolve misunderstandings and con-

cerns on account or-intermittent susp1cion and cont1nuing 

caut1on. 

~Starr SUl'vay.--The staff questionnaire vas designed to be 

',completed. by the respondent; with tew exceptions it simply 
j • ; i 
'required a check . mark or a number from a list ot alternatives 
i • 

~receding the item (Appendix C-2). The questionnaire was 

11stributed dlrectiy to the employees or the inst1tution by 
,.~ . 
-1;ihe researcher, who _answered their questions abollt the pro-

. ,.,J 

';~~dure. The questionnaires were _distr.1buted a lJ{eek atter a 
:'~f'~, ··;t 
I~tter (Append1x c .. i)' Signed by the executive bad been mailed 
'/ .. ~ 

~' "-

\~ 

'. :,. '<~ 
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to all employees. The lette~ wa~ composed, reproduced and 

mailed by the researcher and introduced the study to any em­

ployee who had not previously heard about it; it also p~o­

v1ded evidence of official interest and support. while indi­

cating the autonomr of the research from 1nstitutional di­

rection. In order to permit a follow-up of returns J a locked 

box was provided. into which the employee placed the cover 

sheet containing dj.rections and his name. Each question­

naire was accompanied by a stamped envelope addressed to the 

research.er at a nearby unlvers:tty. Seventy-eight question­

naires were distributed to all personnel except the executive 

and his housekeeper. One was returned blank with a note to 

the effect that the respondent, the contract physician. did 

not possess the information required to complete the form. 

Seventy-two ~over sheets were returned. but the mail brought 

1n only Sixty-nine qUestionnaires, a response rate of 89.5%. 

This was comparable to the rate of returns in the first of 

the earlier. stafr surveys. 13 

Three questionnaires had been distributed by office 

starr to personnel who had been on vacat,1o!1 during the per~od 

of in1tial distribution. Getting the quest1onnaire~ 'into 

. the hands of ·the employees took approxi~atelY a week.' be­

;'~ause of sh1ft and relief arrangements among personnel. 

.~OllO~-uP ietters (Appendix C-4) were sent out t~o weeks 

<;, 13There was a 23% drop 1n response rate in the sec-
.ond surVey J reflecting the election results a month earlier. 
',~treet. Vinter. and Perrow •. op. 'cit •• p. 285. 
, .. ~ 
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later. three weeks after the first questionnaires were dis­

trfuuted. and a post card (Appendix.. C-5) was sent out three' 

weeks after the letter. The returns tollowed the usual pat­

tern ot mail responses, decreasing over time. but with 

slight increases after eaoh follow-up inqu.iry. About two­

thirds ot the questionnaires were returned within the tirst 

two weeks. With the exception ot one puir of house pal'ents, 

there was no indication of cClllaborati'on or It'lakage in the 

'completl:!'" forms • 

The Client Survey.--The client questionna~res were adminis­

tered by the researcher anQ two graduate assistants who were 

tamBiar with the instrument and the institution. In order 

to minimi~e the effects of leakage. the survey lias completed 

in a single. day. We started with the cottage containing the 

youngest boys. and ended with the oldest boys. It was admin­

istered on a Saturday to reduce :1.nterferem:e with the daily 

schedule; the program for the day prevented any communica­

tion among the separate cottages until all boys had com-

, pleted the questionnaire. 

The dining room in the cottage \O,as selected as the 

site for administering the questionnairE! to the youngest 

,group. The boys who experienced di·fficulty understanding 
, 
:lthe procedure and difficu,lty comprehending the questions were 
.j.~ 

. "seated at a single table and one of the assistants worked 
, ~. 

;.~ith them •. explaining the material as the!r needed help. She 
';: •. :;l, 

... ~lSO evaluated their comprehension and, although all of the 
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boys were permitted to go through the motions of completing 

the questionnaire, two questionnaires had to be omitted. 

from analysis because of the respondents' obvious inability 

to comprehend and respond. The other assistant circulated 

aro\1n~ the ,room to help any boys th.'lt had questinns. The 

questions were read aloud to the other boys and explained 

item by item, with the option extended to those who felt 

able to go faster to proceed at their own rate. Question­

naires were collected as the boys completed them. 

The material had been introduced with the explana­

tion that their help was wanted to learn "about schools like 

this on~" and "how the boys feel about things at the school." 

The:i"were told that no one at the school would see any of 

their answers and that we hoped we could help make schools 

like this one better places because of what we learned trom 

their answers.' They were encouraged to raise their hands it 

they had any questions or 1f we were going too tast. There 

were thirty-four boys in the cottage and it took about two 

; hours to complete the eight-page questionnaire. w.hich chiet'-, 
".1y required checks or circling of choices for its completion 

(Appendb C-3). 

The next ~wo cottages eontained 37 and 38 boys re-

.. )spectively and, to enhance control of in.fluence and to pre-
, ~;~ 

; . ,vent copying' responses ~' each cottage was dIvIded into thirds. 
,1", i 

, ,~~fter an introductory statement and some explanat1on, the 

~OYB proceeded to complete the qUestionnaires on their own 
" : ~'(' 

,:~'1th the unde'rstanding that the person WhD had explained it 
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would come to theJ'i1 to answer any questions they ha"or to 

explain whatever was unclear, if they raised their hand. 

The researcher and each assistant administeredth'e question­

naire to one of the groups. Literacy and attendance was 

checked at each cottage prior to distributing the question­

naires. One boy in, the hospital for an operation was the 

only client who did not have an opportunity to complete the 

questionnaire. 

The older boys completed the questionnaire in the 

central dining ball. They were grouped according to resi­

dent1al cottages, tlith the exception of a few boys on kitchen 

duty or on sick call. No staff members were present while 

the questionnaires were distributed, completed, and collect-

ed. Boys hav1ng hi~~er ranks were seated in the same gen-

eral vicin1ty, rather than being. distributed among the other 
111 boys. . This was accomplished quite easily. Since they di-

'\ rected the lines as the boys riled in and took seats, it was 

.:,;:,a Simple matter to seat them together and free the other boys 
> :- ~~ 

, .' /of their influence. The procedure was similar to that used 
~;, " 

,. <'lin the other cottages. 
\ "; '~ 

There was little difficulty, but 

. ,orne laughter among the older bOY's was audible at "wise" 

~omments. 

'[ In each case the boys were informed tha~, if they 
\ 

c~ose. they did not have to participate, but bringing them 
.' :d 

,:>t 
';:>i 14The inst1tution uses a rank-system for its in­
:ma~es. The system was related to release, trust and re­
;a~~:>nsibllity. The details of the rank-system are discussed 
';1II9fe fully in Chapters III and VI. 
:,<.;.~, 

.,;:j, 
~':>;2.,~ 
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all 1n at one t1me apparently created too much pressure for 

any individual to express a desire not to participate. In 

order to link questionnaires with file data, some background 

information was obtained to racilitate matching. But, be­

cause of doubt regarding the reliability and completeness of 

responses on. background data, plans were also devised for 

identifying the questionnaires. The procedure required the 

signature of each boy when he turned in his questionnaire • 

. ,; The signature sheet was numbered to correspond with numbers 

on the questionnaIres. The rationale provided. was that we 

had to make sUre that every boy had had an ,opportunity to 

complete the questionnaire. There was little difficulty 1n 

, the three cottages of younger boys. Either the rationale 

was accepted or the boys were sufficiently trusting or pas­

sive to register no objection. This was not the case with 

the two cottages of older boys. In a few cases, boys who 

, objected to signing their names were permItted to turn in 

~ .. ; 

the questionnaire 'without a signature. The size of the last 

two groups, 65 and 72 respectiveiy. led to' a line-up in re­

turning the completed questionnaires. It was this. in part. 

which led to dlrrlcu~tles and in a few cases some ot the 

~cl1ents solved their' problem in signing the "completion 

':','::Sheet n by using a fictitious name or the name ot some other 
" 

"!;loy. 
1" '."J 

Ultlmately~ all questionnaires were correctly related 

;,;.>~o .file data, witb Just one exception. 
1 .~ 

Two sources provide evidence that the questionnaires 

completed independently of one another and that there 
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had been minimal pressure on the boys to provide "accept­

able II responses. One \lIas observations while the boys were 

completing the forms. The other was examination of the 

forms of boys who had been, seated near one another. In-

stead, the boys interpreted literally the statement that com­

pleting the questionnaire was voluntary by omitting material 

that they were reluctant to ppovide. Fortunately, the areas 

omitted were different for many boys. supporting the impres­

sion of independence and minimizing the bias that such self-
15 selection might introduce into the data. 

External Sources of Data 

,Three types of sources furnished data on the exter­

nal environment, boundary-spanning activities and extra­

organizational relations of the institution: 

1. Extant data, such as newspaper reports and legisla-
~lve records. 

2. Informants presumed knowledgeable about the role of 
the institution, the governmental structure, and ju­
venile,delinquency. who were interviewed., 

3. Observations, of courts, the parent organization and 
other institutions under the jurisdiction of the 
parent organization. 

External data provided information on public re­

~ponlle to ,institutional events, areas of public concern 

~hich might bear on the institution, the position of vari-

:.,~us interest groups on issues invo~ving juvenile delinquency 
\' l~ a.rd corrections and the progress of legislative changes that 

~ght have affected the institution. The major newspaper of 
"~, i~e state was I d ;,;,t samp e to provide infc;n'mation on the range 

';J 15See appendix for ~ranscrlption 'and coding relia-
,bjj~ity • 
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and number of issues pertinent to the institution during 

various perlods. 16 It also indicated the position of vari­

ous interest groups on issues affecting the institution. 

Legislative records revealed the progress of legis1ation J 

specifically who had proposed various bills and where meas­

ures died, if they were not passed. In order to learn about 

the positions of various interest groups and. their influence 

on crucial issues, recent legislative measures (Spring, 1965) 

that were important to corrections and which were passed 

were discussed with members of the legislative committees 

that had revised the measures to secure passage.
17 

The researcher observed each interview site at the 

time of the visit. for the interview. Casual ~nd informal 

inquiries of .staff procured enlightening expressions about 

, procedures ,problems and perspectives. Observational data 

was incidental to the purpose at the loc~le and \!ias not sys-. . . , 

tematic; but, nevertheless, it provided information which 

added to understanding the interviews and increased the re-
" 

liability of recorded i.nformation. 

~ . . 

All pages and editions In 1957 w~re examined for 
relevant materiaL, Based on the months with'the highest 
counts or.related articles, three months were selected for 

\\1959, 1961, 1963 and 1965, respectively; but they ~e~e va-
,,; ried for the pairs representing four-year intervals, in or- .' 

",'~der to increase the range and reduce the seasonal influenc- ' 
:,ses, e.g., January. April and September in 1959 and 1963. 
:·:~February. May and October in 1961 and 1965. Of coilrse all 
, ~months in 1957 were available as an addItional compariso~ • 
. J 17 '., , .. 
;'''';1 The measures had been initially drafted arid pro-
,."'!posed by various interest groups, such as the Citizens' 
~'.~Ct" ouncil on Crime and. Delinque;cy, .the Stat'e Bar Associa­
~..ion, and the State Judicial Association. 
<-, '.'i.i'l . 

',''-" 
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Int~rvleWB were the major source of information on 

the organi;;ational environment and extra-organizational re­

lations. Interviews with representatives of the parent or­

ganization and of o:t'gat.1.;';ations under the Jurisdict..ion ot 

the parent organization were carried out before and after 

examining internal aspects of the,institution and the 1n­

tormr~tion obtained clarified inter-institutional relations 

and parent organization-institution relations$ i.e., parent 

organization mandates, practices and policies affecting the 

institution. Follo\t-up interviews with the staff of the 

parent organization to check on policy changes and the im­

pact of events at the state level were carried out at 1nter­

vals during the study, e.g., July, 1963; Feb •• 1964; Aug., 19611; 

6 18 June,l9 5; and Dec •• 1965. 

Most of the other interviews with legislators, ch1ld 

welfare personnel, juvenile court staffs, law enforcement 

officers, knowledgeable "professionals in corrections and 

members of. clt1.,zens I groups Interested in corrections. peo­

, "ple. from the loc"al community of the institution and the 

former executive were completed over an eighteen-months pe­

';l'iod from .June 1964 through Dec. 1965. The data was 
.',;.----:..."------

"f . . 1,8J).~proxlmatelY" r;j.~ m(mths intervals were contem-
. plated. Scheduling (Uff'1culties contributed to the variabll­

"::;'"i1ty of the irr(;erval. Tht~ early 1965 interviews were Olutted 
\.:~ecau<se the parent organization staff asserted that they 
t""~;rre .. tOQ busy •. ,Af·ter the correctional measure passed, the 
";::) ead of the parent "organization" seemed reluctant" to 'meet 
,:.!1th tlle res.earcher and "the staff that he interviewed ap-
""~eared remarkably uninformed abciut isaues. ' 
:.:'1';:'1; 

, ':,'"'_. 

~ ,"': .. 
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obtained at the same time that the internal ~imensions of 

the institution were examined and pro\lued an ongoing basis 

tor linking' tl)e environment and the institution. 

1 
'~ , 
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CHA1?TER III 

A HISTORICAL PERSPECTIVE OF A CORRECTIONAL 
INSTITUTION FOR JUVENILES 

OrigJn. Size and Growth, Buildings and Facilities, 
and Administrative Changes 

Boysville was established in the 1880s as a public 

inst:l.tution by an a.t:t of the Sta'r.e legislature. ~e contri­

but.ion of buildinKs. land and mon\~y by local citizenry de­

termined tbe site. A board of trustees and a superintendent 

r'esponsible to the GO~'ernor managed the creation and opera-

tion of the institution. This early period was marked by 

the acquis1tionof land and facili tiel>; but the rate of ac­

quisition was not commensurate with the growth of the inmate 
" 

" population~ 
J'~ • 

During the three-quarters of a century of operation 

!, since its founding, political patronage proUloted a high r~te 
< ~T 

',';\of executive turnover. With the exception of two adm1!1is­
.';d'i¢ 

'~rators whose tenures w(~re obviously longer th,an usual. 
r . 

,twenty-three years and twelve years. respectively. the aver­
:j 

"age executive tenure was slightly more than three' years. 
·,·-:L 

L~j 
: Jeion 

Froll1 an initi'al population of six boys. the institu-

grew to a popula,tion in excess of two hundred 1n less ,-.,':\ 

Over the twenty years following the first ,.~~an a decade. 
~," :;,;~ 

::~~cade. it more than doubled. 

\0'1 
During this time several farm 

"., ;d; 

. Jill 
:"-. 
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houses were acquired for cottages to house the boys, but the 

greatest increase in capacity occurred at the t~rn of the 

century when a new administration building with a dormitory 

wing was completed. In the late 1920s, a three-story shop 

building whose top floor was used as a dormitory wa~ com­

pleted. This consumated the shift from small housing units. 

Now there were two large dormitories and a single cottage for 

younger boys. 

~he school building was added just prior to World War 

II. With the expansion of housing facilities for clients. 

the farm houses. which had earlier been used as cottages. 

were converted to staff dwellings. 

In a reorganization of state government in the 1920s. 

a single state board was established to administer the in­

stitution; this board also administered all other state in­

stitutions. including mental hospitals. prisons and centers 

., of higher' education. Although this change appears to cen­

tralize control of a large number, of institutions, in fact. 

it led to considerably less control. because the heterogen­

eity of the institutions and their dispersion created prob-

t1ems of surveillance. In the mid-fifties the state govern­

'",lment was again reorganized. Mental hospitals and centers of 

\" ~:~igher learning were grouped under more appropri'ate, sep-
e' .~ 

r'~rate administrative offices and Boysvi11e was included 
" ':\j 

~ong the "Penal", and "Humanitarian" institutionS assigned 

\:.;,~o a Single ,tate department directed by an appointive 

{ ,;,:"-t 

Jj 
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official. 1 Although a number of changeR occurred which will 

be detailed later. such was the organization's arrangement 

when this study was undertaken. 

Environment: Geographical and Organizational 

The State is in a Southern border region in whic~ 

mining. lumbering, farming and chemical industries predom­

inate. It is a rural state and there is no large metropol­

itan area within its borders. The per capita income is low 

and for the past two decades the; State has ,lost population. 

There is a high level of unemployment and the level of edu­

cation and of health services are low. 

Boysville is located on rolling terrain and the 

grounds are cut by a U.S. highway. It is an attractive set-

ting with nicely groomed grounds. and the cluster of build­

ings provide a pleasant sight for the tourist driving 

through. There are no fences and the buildings at various 

levels on the sloping ground. which is rolling farmland. 

; create a picturesque scene. Although most buildings are 

\ old. they are well kept. 0', 

The t~o largest buildings are the industrial arts 

.;bullding and the administration building. They house from 
, .:(,-----_._---

.' \.{ , lInstitutio~s under the aegis of the parent organiza-
\<,tion are divided into two categories. (1) Penal institutions. 
, .... Jhich include the prisons, the medium security facil1 ty. 
j'.)rlork. camps. and residential centers for juveniles. and 
,,;';(2) HUmanitarian Institutions, which include homes for th~ 
.~~ged. residential centers for the deaf and the blind. a 
"'i~hildren'(l home and T.B. Sanitoriums. Each group is direct­
;{;:>:~d by an assistant to the head of the parent org.anization. 

k:t.~ 
r"t 
i·~~~.:(i .. 
~,. 



70-80 and 50-60 boys respectively; the boys are sixteen to 

eighteen years ot age. Sleeping quarters are on the top 

floor ot each structuhl and, as in all the dormito:r1ea, the 

doors are lock~d at night. The' two more modern dorms house 

35-40 boys. aged fourteen -1;0 sixteen, and the other frame 

cottage, one of the oldest buildings, houses about 35 boys, 

age thirteen and under. The two older groups of boys are 

supervised by "commander!!," a residual term from more mili-

tary times, and the boys sl;ill walk from place to place in 

formation. The other boys are supervised by married couples 

called "cottage parents" who work a twelve-hour- shirt and 

aloe relieved d1.lring the night by a "commander. "2 

The starr, with the exception of the chaplain ~,d 

tl~acher's in the academic school, includes no college gradu­

,(3\ ates 13:nd many personnel have not completed high school. 3 

The activ;tties of the institu.tion are-influenced by 

a wide range of interests including the local c0ll1l!lunity" the 

state wide system of courts. the State D!l:vision of Child 

Welfare, the Legislature, the political parties. these indi­

viduals and firms doing bvsiness with State agencies, and, 

recently. an employee' s \I"l1ion. In addition. the other in­

stitutions; both Humanitarian and Penal, under the same par­

ent organization, provide 'a supportive and a competitive 

Source of interaction for sta'te resources. 'At the stat,e 

2Late in this study the title "commander" 
placed by the title "dqrmitory supervisor." 

3S ' 
upra •• Table 2.'p. 28. 

was re-



level the parent, organization administers the activities of 

the .juvenile correctional j"nstitution. The most direct ac­

counting in terms of formal reports and conferences about 

activities occurs with this agency. However, all state in­

stitutions and services are dependent upon budgets which are 

subject to review by a legislative committee, a state board 

and the state legislature. Obviously. the state legislature 

~aces the pressures and demands of the full range of state 

departments, SerVices, and interests. The success of any 

particular department in obtaining funds depends to a great 

extent upon the coalitions of diverse interest groups and of 

representatives from different geographIc areas and on the 

amount of support that can,bemQbil1~ed by each state depart­

ment among l~gislators and members or the various revieW. com­

mittees.. While sOme of the influen.ce on budg~t decisions 

and legislative actions is rationally derived on the basis 

ot knowledge acqul':',ed through cOJTJIqittee asslgnroents and in­

terest in particular services and activities, much influence 

Is an expression of political obligations and relationships 

Which derive from .the fact that most of the offices, in the 

state are political appointments. One exception to this 1s 

a merit system within the state department .. of public welfare. 

But ~ven in this department, political considerations exer­

c1se influence on appointments and turnover, because of lo­

cal. control of administrat10n. 

The community influences on the correctional insti­

tution are of two types: (1) the local. community, 1n which 

.,-,-' ~. 
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the organization is located, provides personnel for most po­

sitions, provides services and goods for the organizat~on 

and responds immediately to the threat perceived when in­

mates escape; and (2) the other type of community influence 

is state wide and is expressed via a state court system 

which is not an integrated system but one in which the com­

munity (~ounty or court district) has considerable autonomy 

and is subject to local control. The courts are respon~ible 

for interpreting the conditions under which boys are sent to 

the institution and therefore are able to influence the pop­

ulation pressure on the School. The criteria implicit in 

their decisions may extend or reduc.e the range or client 

characteristics which become ?art of institutional concern. 

Further~ both the community and the court are aware of of­

fenses by former inmates and criticize the institution and 

affect the image of the institution in respect to its re-
, . tti..4"~ 

\<t~ habllitative effectiveness. The wide range or perspectives 

V':A among the various regions served by courts'thro'ughout the 

\!'J state and the .... ariation in local faci11.t1es for delinquents, 
\,~<l ' ., . 

" 'l, provide heterogeneous definitions of the delinquent assigned 
,,::~. . 

',,'j to the institution and widely 'diverse program expectations • 

. l!~~th. ·In,t:::o:· :::, ::h::.::J:: :::":::1::0:n::u::::d 0:.,_ 
l.\·fare hi . \':~~ ~ w ch is resp,onsible for completing home stUdies so 

1 1"that boys may be returned to their homes and which is also 
r;<~:~~ . . 
'~q,;:esponsible for providing parole services to 'released in­
t~,: .. : .. ~~ 

l)k'~ates. It exercises considerable influence on the discharge 
Ii \ .:?' 

\0 :::i\, 
, ! 



process by the speed with which it completes home studies 

and, by the criteria for approving homes. Like. the. courts. 

it may effect population pressures upon the institution; 

further. ,this agency. by virtue of Hs autonomy and the use 

of' educational criteria for obtaining personnel, legitimizes 

its criticism of organizational practices and products. The 

other source of external influence is a state council of 

citizens organized to study and promote higher standards in 

state practices relating to crime and delinquency. The per­

sonnel and activity of this council had an impact on legis­

lators and the public. 

, 
~rogram~ and Philosophies 

~be program for clients includes school and work. 

The school offers an academic program thr'ough the tenth 

grade. Since school attendance is mandatory only through 

age 16, and since most inmates are educationally retarded, 

the institution asserts that few boys require an academic 

program beyond that grade while in the institution. Clients 

who are not enrolled in school work on the farm, in institu­

tional services (bakery, kitchen, laundry), or on institu­

tional maintenance. Early reports of the institution indi­

the significance of the boys' contribution to the eco­

stabil1ty of the institution. They produced a large 

portion of their own SUbsistence requirements as well as in­

from the sale of farm produce. During the period of 

study, farm productivity was still a clear and valued 



-~--~----

, ' 

50 

goal. The institution also has its own coal mine which pro­

vides fuel for heat. Adult trusties from the minimum secur­

ity prison work 1n the mine and live on the institution's 

grounds. Documents on the early life of the institution in­

dicate that the lumber and the bricks of the administration 

building and the industrial arts building were provided by 

client labor. 

The S(!hool prov~.des a basic educational program with 

some remedial work at the lower grade levels. The amount 

and quality (If vocational training has been a central issue 

in the fluctuation of the program ove~ the past six or eight 

years. Although some teachers remain on the staff year after 

year. therfl is considerable annual turnover. In part. the 

male teacGers tend to remain because they are subsidized by 

employmen.t in the farm program during the summer period. 

r·~;" Female t~eachers who are married also remain because they 
i~ , 

Y:,";:i\ are not dependent wholly upon their 'own income. 

··l':':-: ~:·!l 
:,,:) 

. . 
Religion ang chapel activity is emphasized as a part 

:.~tor the rehabilitation program. It is provided by a chap-
j . .. 

\ ~llain wllo has been with the institution ror a considerable 
" . 

) ,({period. of ,tim~ and 
',<.' .,~ 

\~Oral counselling. 

who has training for cllnlcal, and pas-

When the chaplain first arrived on the 
'l,'~~i'~~",t 
l<,·~,cene. he. was sponsored by a statewj,de council of churches 
~":'/":;:~~. . 

L:~eeking to provide religious support and religious expres­
~~. :' ,.} 

t. ~lo~ for the inmates of all penal institutions. His remuner-
-.,:'" , 

r'~~ion came from this council; housing and some SUbsistence 
i//i. 

, pr~re provided by the SchoOl. During the course of thb " F;~l 
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study the chaplain WaS placed on the staff of the institu­

tion aaa salaried employee. 

Incidents of Significance 

Since this study is concerned with the recent his­

tory of this organization. we will refer to incidents that 

date since World War II. However. the manner in which 

the site was chosen has contributed to the notion of local 

ownership or a proprietary interest in the institution. and 

this has contributed to pressures for the 'appointment of 

local persons as administrators and staff. Thus. the county 

political organization of the party in power exercises con­

siderable influence over the instItution. 

The impact of World War II is the first notable 

event in the recent period that has to be acknowledged. 

Obviously. the demand for both manpower and food had its ef­

fect on the operation of this institution. The pressure 

for men in the armed. forces permitted the red.uction in the 

population of the institution from somewhat under 500 to 

about half that number. Further. because the military drew 

o~ boys over 18. the average age of the ins.t1 tution' s resi­

dents was reduced. Previously, boys had been retained un­

til age2l when no satisfactory home was available. Pro­

ductiVity of food was increased, and reports 'by the execu­

tive at that time indicate considerable pride in the con­

tribution. to the war effort by the institution. Although 

theexecllt1v'e. was criticized and blamed for his party's fall 

...... 
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from power because of his leasing coal rights and trading 

coal properties for farm properties, it may very well be 

that the, pressure for more productive farmla.nd contributed 

to this exchange. In any event, it is part of the polit­

ical ~thology that the leasing of coal rights, litigation 

related to these coal rights, and the use of this informa­

tion by the opposition .party were responsible for the 

change in p~litical control of the state executive office 

in 1956. The total landholdings of the institution during 

the time of the present study amounted to some 1900 acres, 

although not all of it was suitable for productive farm 

use. 

Another series'of incidents bearing on the opera-

tion of the institution have been studies of the institu­

tion itself. During the War years, the institution was ex­

amined by an agency of the Federal Government at the re-
. 4 

quest of a committee of the State Legislatu.re. Among the 

many areas of agency operation criticized were the condi-
" 

tion of faCilities, the adequacy of the diet and subsistence 

level, the qualifications of staff, relations with.other 

state agencies, and a number of administrative arrangements 

related to budget and progr~llIling. This early report also 

questioned the absence of a merit system,the level of . 

salaries paid the staff) the hours of work, the absence of 

II 
U.S. Department of Labor, Children's Bureau, The 

Care of Children in [State] in the Four State InstitutIOri's 
for Juvenile Delinquents, prepared by Frances Steele (Wash­
ington:, 1942).' , 
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dlagnosltlc procedures upon commitment, the crowding, the 

adequac,Y or fire protection, the adequacy of the lighting 

and heat;ing systems, and the separation of the institution 

itself rr~'ro the mainstream of the community and soc,ial 

life. Pr.·ograms and facilities were criticized. The most 

genera). statement was that "the institution was not develop­

ing or alttempting' to develop a sound, well-roundedrehabil­

itation program based on modern prin~ipl(''l of child care." 

The post Wiar report was positive in ter.ms of its response 

to the superintendent and his.efforts on behalf of the in­

stitution.5 This report was critical of the housing ar­

rang~ments cmd the absence of a gymnasium. . Shortly after 

. the report w.as published. the gymnasium was constructed. 

It is reasonable t" assume that the report \lias instrumental 

in obtaining these added facilities. ~:, the time of that 
} , 

3tudy the posltion of Psychologist had been 'established. 

but it was vacant. Also vacant were two other profess~ional 
1 

positions, one for a social worker and one for a regIstered 

nurse. This post-World War II report, indicates that an ef­

fort ha.d been made :to upgrade salaries and to obtain quall­

tied stafL .. 

The 19lJ6 r'eport cC'mments favorably on administra­

tive and professiof,lal staf!'. but speaks disparagingly of 

other staff in terInu of thelr preparation for the Job. The 

5U•S• Department of l,albor, Children's Bureau, The 
Care of Children in [State] in the Four State In,s.titutions 
rOI' Juvenile Delinquents. pr~p.ared by Bernice S~roggie and 

. OrVille crays (Washing,ton: 19l!6). 

----... _ ... ,jPt---____ • 
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- inmate ran~-system employed,. using older bqys, to supervise 
- 6 

other :i.nmates, also was questioned. Prio!' to that report 

the 1nstitut'ion had employed a classification committee to 

consider the needs of each boy. The eommittee included the 

superintendent, social wo~ker, psychologist, school princi­

pal, recreation director, vocational training director,. a 

chaplain and a farm supervisor. A subcommittee called the 

lIadjustment coll1mittee" had also been organized to provide 

for needed changes in the inmates' job assignments. After 

the loss of the psychologist and the social-worker and be-

cause of inability t·o fill these positions the program was 

modified and has not since been reinstituted. 

The 1946 report commented positively upon a number 

of changes that had been made in food services, dining fa­

cilities and some supervisory practices. The academic 

school was highly praised and educational retardation at 

the time of that study was not significantly different from 

that observed in the present,study: 

Although a later executive, .Jackson. takes credit 

for instituti~g a vocational training prog~'am, the post-war 

report indicates there were earlier efforts to implement the 

vocational training program. ~he deterrent factors were 

6 ' 
.' The inmate rank-system used larger and faster boys 

appointed by cottage parents to maintain control of t;he in­
mates and to help catch runaways. At'the'time of th~ com­
parative study by Street, Vinter and Perrow, the higher 
ranking.boys still had considerable authority. e.g., their 
reports were used as a basis of punishment and in' grading 
~~havior, which could affect a boy's release, £E.: cit., p. 245., 

so, supra, Chap. VI, pp. 143-145. . --
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the pressure of maintenance, the farm work and the lim-

1ted number of personnel. Nevertheless, at that time the 

program prov1ded:f~r a large number of applied interests; 

it had a pl'intin~?shop, a bakery, a cannery, a carpenter 

shop" a sawmill, 'a tailor shop and a shoe shop. Although 

the reportconunented positively on the presence of a posl-

tion for a social worker, it was also critical of the manner 

iriwhich the duties were defined and of the fact that the 

,position had been vacant for some eighteen months. The 

critIcism of social service duties 1s still relevant. 

The next study of the institution. in 1957. co~-

V:·~i;~ a framework and a gu1de for. his successor's, Mr. Jackson. t:< ~~ . t~\ :~~::~::~1:::::::::S~: M~' :.:::::t ~:u::, 1:.;::::::: , 
tr1buted to the release of the executive. It also provided 

1."1 . The Past Eight Years 

\t~ 1965: .::::;"::0:,:' t:~::t:,:h:rP::~:d p~::::::U:_ 
\'i?':l ported, certa1n crucial ev~nts have been identified and pro­

(~:1 Vide a .framework tor reconstructing the experiences and re­
);j""'1 't 4 sources of' the institution. The predecessor executive, r~r~ 

. ~ 

: ~ Jackson, came to office after a study of the institution in 

: T!,i~. 1951 by a'state council of' citizens Which was assisted by a 

. "'t:?~ 7 ' 
r ··.f, Pseudonyms are used for all persons mentioned in 
k';~ this report. ' 

\"~~~, 

/ 
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foundation grant and a national organization concerned with 

crime and delinquency. The publicity evoked by their re­

port created a crisIs and led to the removal of the previous 

executive. The laxity of the prior administration was a 

major issue in the replacement and. in part, was a local re­

sponse to practices at the institution.S Of the eight items 

mentioned in a preliminary report, only one was implemented 

as part of Jackson's program. It is clear, however. that he' 

attempted by public relations and tightened internal con-

trols to impart a positive image to the institution and to 

minimize criticism of its programs. 

Although the Governor and appointive officers were 

of 'one politica,l party, the legisla~ure and therefore the 

purse":,,strings 'ltere controlled by the oPPosj.tion. The aims 

of Jackson's party. in its c~mpaign. were increased effi­

ciency in sta.te government and reduced cost of government 

and of publIc services. Shortly after ~he election the 

cpuntry as a whole suffere~ an economic recession; the re­

ces,slon w~s particularly '!1arked 1n this region. The Calll­

paign promises. the recession and the opposition'S ,control 

Over approprlations were reflec ted In' the ins tl'.tut1on • s lim­

ited budg~t. Therefore Jackson was very much restrir~ted f:I:-, 

nanciallJ'! • 

}:Jespite his famll~ar1tywi.th the political system. 

one of ~'Iackson.'s chief complaints was about the po'lltical 

8s . 
treet. Vlnter •. and Perrow, op. cit., pp. 52 'and 

'. 

" 
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patronage which governed appointments within the institu-

tion. He had little use rOF professionals, especially 

trained, social workers, and was particularly interested in 

a smooth operation in which there were few run-aways and 

little to reflect on th~ image of the institution and his 

political party. Because Jackson succeeded a member of his 

own political party. he had to exercise care in his "strate-

gic replacements. 1I He sought to make clear the change in 

his approach and imposed more vigorous control over staff 

and client activities. 

His replacement, Hr, Smith, was bar!! and reared in 

the local county. Smith was appointed executive, because 

he was a member of the wing of his ~arty which had supported 

the governor-elect, because or his help in the campaign and 

because of his local background. 

'The report of the legislative and state police in-

vestigation prior to the 1960 election provided information 

which became part of his mandate upon taking office. The 

expected to be circumspect and to avoid the kind of behavior 
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his predecess or. 9 There must be no harsh and punitive 

treatment of the boys, and no frequent absences from th~ 

Inst1t1,Jtion. 

The insepurity of positions in the state was appar-

ent when the head of the parent organizat~on was reassigned 

Early in the regime of the 
1-'.""l\! 

\;,\1 
\

"@ 

and a new, chief wei:; installed. 

newphief, Smith had more autonomy. The new head of the 

;::\ paren·t; organization '","as reluctant to make major changes and 

:\:} 
\.1ji 

was h.igh1y dependent on existing staff in order to ,evaluate 

operations. Only as the head of the, parent organization de-

veloiped hi~ own sources of information and developed re1a-

~,~~~,JI\ 1/,,:1 

tlon,s lcith power groups interested in corrections around the 

stal;e. was he able to move with any freedom in regard to 
ui;"~ 

\~\ corre't1:n:::::::~ took office after the gubernatorial 

\:,\1 e1!ection of 1964, but the same party remained in power. Be­

L ': ;i~~::1. cs.use the executive of Boysville had supported another ca:n-

\'1\"1 d:ldate in the primaries and was not a part of the new gov­

U"l ernor's wing of the party, Smith was uIlcertain about his 

ii~ ;.t I;eappointment. His original appointment, in 1961, was an­

\. }·J!'l\Ounced in February, only one month after the governor's 
~ :"'.-: ·'1 

,~i'::~ilnaUguration. His reappointment, four years 1at,:r, was 

.J·':~·lcel:'t1fied in Jiine, six months after the inauguration. Also, 

'\Z!'lfllpr~or to the .e!~e~utlve 's reappointment, his department 

F~',b', ,e~d initiated a program t,o examine 'the r~habilltative 

¥,r 9street, Vinter, and Perrow, op. cit., p. 52. 

t '~k 
1 
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aspects of corrections around the state. 10 This provided 

the parent organization with a direct source (If infornlation 

about the institution. On the one hand !t made the execu-

tive and the organization aware of the manner in which the 

parent organization could intervene. On the other hand, by 

not making any changes within the organization, the power 

of the parent organization was enhanced and the loyalty of 

the executive wa.s insured. 11 

The legislative session at this time was the most 

productive in eight years in the passage of several meas­

ures relating to both corrections and criminal statutes. 

Althqugh the Citizens' cornm1ttee had repeatedly proposed 

and obtained sponsorship for a bill to modify tbe state 

laws on corrections, it had never succeeded in getting this 

measure reported out of committee for passage. In 1965 

this measure reported out of committee for passage. In 

1965 this measure was passed.12 J;t ·was p~ssed in 1965, but 

10 . , 
A new position reporting. directly to the head of 

the parent organization was created. The position involved 
liaison with all of the penal institutions in the depart­
ment. . . 

l~ouldner indicates the ~ffects of replacement on 
staff that are retained. The same situation prevailed here. 
in respect to the administrative structure of the state. 
A. W. Gouldner, Patterns of Industrial Bureaucracy, ~ 
E:b., pp'. 88-96. A.lso, change w9uld have risked support of 
the appropriations 'committee in the legislature and institu-
tional-local community relations. . 

12 .. 
It is interesting to note that the head of the. 

parent_organization served as a special assistant to the 
.Governor on the legislatiVe committee reVising this legls­

. lative proposal. 

" 



,;;:- . 

60 

with a number, of important substantive modifications. Among 

the major changes were those pertaining to a merit ~Y6toem 

tor employees in corrections, the qualifications ;fell' a stal:e' 

director of corrections and the elimination of the author1t;y 

of a board to appoint a state director of corrections. In··, 

8tead of t,ne original provisions, the measure that was 

passed authorized the head of the existing state department 

to make recommendations to the Governor for appol:.ting the 

director of correction, thus eliminating the board as pro­

tection against political influence and makin~ C~rrections 

a division of the parent organization. BElcav!:.e of the de­

pressed salaries in the region, it was difficult to attract 

a compet~'nt person from the outside to tak\:l the position. 

As a. result,. the position. was. finally awarded to someone s'c·" 

lected from the party in power, despite the fact 'that the 

appointee had less than the suggested qualificat.ions. 
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Rel!ilonal CharacteristlcG and Emergent Themes 

The stah in ~lhich this institution is located is 

part of Appalachia. That fact along with the terrain and 

rural nature or the region has fostered divergent perspec-

tives about peop'le» authority, government and corrections. 

Kerr and Siegel irldlcate that regions in which certain eco­

nomic enterprises such as mining and lumbering predominate 

are characterized by high levels of uncertainty, minimal so­

cial integration, violence. and expediency in liVing. 13 

Ford has designated the area as a "Bible Belt."14 There is 

a considerable body of literature supporting the notion that 

~imited resources. perceived inability to manage one's des­

t'ioy. powerlessness, and isolation are concomittant with a 

fatalistic outlo'ok. superstition, an orient,ationto the: 

present rather than the future. and author1t,ari~sm.15 The 

influence of' industrialization and urbanization on the family 

l3clark Kerr and Abraham Siegel, "The Interindustry 
Propensity to Str,ike--An International Comparison," in In­
dustrial Conflict. Kornhauser et a1.. (eds. )(1'!cGraw-HllL 

',Book Co •• Inc •• New York, York, :1954). 
111' • ' 

Thomas R. Ford (editor)~ The Southern Appalachian 
'Region: A Surv,ey (Lexington: University of KentUCky Press, 

1962). 
",:' ' 15 ' ," "ru.chard Cel',lters. The Psychology of Social Classes 
"SPrinceton: Princeton University Press, 1949); Walter Miller 

" Lo~er Class Culture as Generating M'ilieu of Gang Delinquen-
• Jnlof' Issues XIV (4:1958); L. Goodm.an, Cooper-

'Ad~~~~~~~~~~~~~l~ (Washington: DHEW. Welfare 
• "Time Orientation and Social 

Jnl of ~:?normal and Social Psychology. XLVII (~952); 
l-~. Llpset. Political Man {Garden City: DoubledEl,Y' 

., 1960).pp. 97-130; S. M. Miller and F. Reissman. 

(
s Working Class Sub-Culture,: A New View," Social Problems. 

ummer, 1961), pp. 86-97 
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and on social life have been minimal here. In a highly 

1 
"'\" 

\' " l\. 
\}:{ 
'\;,':t 

journalistic account, Caudill describes life in a region 

like this one, pointing, ,of course. to the extremes .16 This 

state is characterized .by many of the features mentioned 

above .• They are essential for understanding the develop-

mentof the institution and for evaluating '~he significance \J\ 
\':~.:.;.' \ :.~ 

r··· ,:~ 

of events in that development. During the two generations 

of'executives studied here. the regional atmosphere pro-
L';'J 
'1 
I,'" '.1 

'.: '{ 

vides a backdrop for interpreting events. It bears on the 

choice of executives and influence their choice of strate-

, j. ;:f~ gies in managing the enterprise. 

\~~\ Summary 

This public correctional institution for male Ju~ 

venUes, after an early period of rapid growth, had its pop-

V'J ulation sharply reduced in' size and age range during World 

~;." ..•. ,i.'.1.'. War II and never 'returned to its previous size and age range. 

, . Although purely speculative. it can be argue~ that this re-
L;:'~ 
K;'~ dUction in ir.ma~e population freed the institution from 

h:t~ pressure which i:lould have led toward more d1fferentiated and 
;\,.~," :i 

";\ more effective operat10n.· In effect, prevailing concern 

'~;:::'~ilb~ut' delinquency and the pressure .to improve programs that 
~- .. ,:!~~ 
l:>l~ere exper.ted to handle public eXp'ectatio'~s neve.r emerged, 

,l',-';"\ThUS, the question of "effectiveness" was never raised at 

. 'j,·.this institution. , t ',{,'. ~.~~ 
i '! .. -----,---__ _ 

1":1 

fl' 
16H• Caudill, Night Comes to the Cumberlands,(Bos­

Little, Brown & Co ... 1963}. 
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OVer the th;-ee quarters of a century of its exist­

ence it has been directed by at least fourteen different 

8uperintendents~ whose appointments and tenures were in 

great measure contingent on'~eliglous, local and political 

interests' support. Political patronage played a major part 

in the high rate of turnover, although state government re­

organizations and a series of studies of the institution 

during the past twenty-five years ,(seven studies: 1942. 

1946,1952,1957.1959-60, 1960,andlg64) contributed to the. 

rapid succession of executives. In five of the seven cases 

the reports of the studies were used for political purposes. 

During the development of the institution, inmate 

\.\ labor contributed heavily to both subsistence and to the 

L~i, construction of facilities. 

'\ 

~{ .•. ;.'.\ t''''d t~ p:::o~:5:"m:~'::::::::::n :::.:::t::P

::::::: . 1, 
L\;;~Because of the political entrenchment of the department . 

. \/:JVithln which the lnstltutlon was placed. it remained un­
LA 
Li"'Changed. 'The sta:sls resulted in spite of the efforts of 1::.;;:<:1, 

r· ;'boups interested in juvenile corrections • The. pl(lin fact ,\-" :-"'J 

.7~r the matter was that the groups 'were limited in power. 

\'·'~Jll'ther. an earlier p~l1tical scandal about the institu-
l.: :;:~ , 

rt~on made it an extremely hazardous operat~.on: for a~y l)'ut 
r -.~ :,''':'' . 

\'~le most c;onservati ve management. 

L.A Although the series of stUdies secured additional 

r€~ldings, little w~s achieved in terms of personnel or re­
lJ·.:·:·~~: 

. \',~rces rOl' program !~hanges. The strong and vociferous 

-~. 
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local a~ea where the institution was located was the watch­

dog in respect to escapes, extremely punitive practices, 

etc.::., be.cause most employees were local residents and could 

choose to be loyal to the superintendent and kee? quiet, or 

to talk about and publicize institutional events. 

Each of the two executives possessed distinct qual-

ifications which played a part in their being selected for 

the position. And in each case political patronage was in­

volved in a manner Gonsistent with the prior history of the 

institution, even to the place of a "study" in the succes-

sion process. But the situation that each acquired and the 

terms implicit in"his appointment interact~d with L~e 

existing character of the institution to shape his program 

and the areas and extent of' organizational accommodation. 
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CHAPTER IV 

THE EXECUTIVE 

Introduction 

An earlier cUscussion of. executiveship indicated 

that executive activity may be separated into three distinct 

but interrelated areas: goal formulation, external stl~ate­

gies and internal' strategies. 1 This chapter first tra,ces 

the influences on the goals formulated and defined by each 

executive. 2 Then the goals specified. by each executive are 

analyzed and compared. Finally, the goals are linked to 

the strategies which are employed to manage problematic is­

sues and conflicting demands. This analysis will provide 

the background 'for later e};arninations of the organization' s 

. behavior in respect to extra-organizational relations (.C'hap­

ter V) and to internal relations (Chapter VI) as manifesta­

tions of organizational leadership. 

Antecedents of Executives' ,Definitions of 
Organizational Goals and Strategies 

All correctional institutions for juveniles must 

in some way and to 'some degree hold and keep the youth 

lSupra, p. 17. 

2· ' 
nThese infllieroes include executive background, 
terms of succession," "definition of the situatlon,"'man­

d'ates and organizationai character. Supra, pp .111-15 ;.>' 
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committed to them. They must provide sustenance and care; 

and they must educate and modify their charges. The varia­

tions in emphasis giv'en these purposes. and their balance 

and integration give meaning to differences in institutional 

programs Imd their impllcatlons. These. are the issues which 

the goals fQrmulated by the executive must resolve; these 

are ~he elemel'ts which guide organizational activity, help 

specify the organizational technology, and define the re­

sources and support that the executive must obtain from the 

environm~nt. However, the beliefs, values and knowledge 

provided by the culture into which the executive was social­

ized furnish his basis for interpreting behavior, for his 

notions about the nature, causes and cures of delinquency, 

and for his selection ~f an organizational model. Also, 

the ambitions, pressures and demands wh~ch the executive 

brings to his office, shape his decisions and help forge 

the mission set for the organization. The executive defines 

his role and orders the environment with which he must deal 

as aresul.t 'of lns~itutional demands, personal experience 

I3.nd obligations. 

We now turn to the two executives whose" tenures pro­

vide the central substance of this study. We will compare 

and link the ,elements underlying each execu~ive' s strategies 

to the goals each defines. We can then understand the vari­

betwel\n each executive's strategies. both internal 

end' external. It is important to bear in m1!ld that the or­

, ganization examined here was. characterized as an 
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Ilobedience-confor~ti ty" type institution and Was found to be 

stable'at the time of a study made during the tenure of the 

predecessor executive. 3 That finding would lead us to ex-

pect that the goals, internal strategies and external strat-

egies of the two executives are quite similar. However. 

both the need of organizations to adapt to dynamic environ­

ments and role changes implicit in the replacement of an 

executive (as well as staff turnover) suggest that dlffer-

ences should exist. These two contradictory tendencies pro-

vide the' basis for this study. 

Exe,~utive Backgrounds.--·Mr. Jackson. the predecessor, was 

appointed to the executive position after his attempt to 

obtain the nomination for a seat in the upper chamber of 

the utate legislature had failed in the primaries. He was 

completing his third term in the lower house when he re-

Signed to become executive. ,Jackaon was committed to a po-
\ ,~:4 

be;,' ~::1::: :::::~t::t:::e::t::v::C:s:h::e c:::::~ive position 
l'l 

h~;it. P.rior to his election to the legislature he had man-
r,,:l1 
!:c~'l aged his father's small business and before that he had been 

'i/~ a high 6choo1 coaoh and teacher. He had a M.,ter'. Degree 

t41 1n Education and. even though he had no prior experience 1n 

\\,Jt the field, he ~onsldered himself well qualified for the exec-

~,!tive P03'1tio'L,,~i' teachlng experlence and service 'on .he 

I1"j\ Street> 'Vlnter> and Perrow> oJ? cit. > pp. 265-268. 

li~'.'~ ~~,-;-r~\· 
!, "-~'''--.'. 



legislative committee concerned with penal institutions (in­

cluding Boysville ) provided the basis of his perspectives 

about youth and juvenile corrections. His views were great­

ly influenced by the chairman of that committee with whom 

he served six years, since he, too, was a former teacher and 

represented the district in which the 'state penitentiary was 

located. 

Jackson returned to teaching after he left the exec­

utive position. He was somewhat bitter about not being re­

tained, but he recognized. that his ;t'etention would have been 

incompatib~e with the patronage system. Although he was in­

terested in work with juveniles, he said that he had too 

many family ties to leave the state, as he would be forced 

to do were he to continue in the field. He liked wQrking 

with boys, but he was not optimi'stic about changing them and 

had limited notions about the kind, and extent of change that 

was possible. Good behaVior was seen as an adequate cri­

teria "Ifor success'ful rehabilitation; but in discussing the 

vocational program he referred to it as If~ rehabillta.-

He saw. "work as therapy" when he discussed the sum-

He was quite satisfied with his accomplishments as 

De~plte the pressure' and problema (PQlitical and 

&.ellaI:lce) that he acknowledged, he pointed with pride to 

having.r.efurbished the administrative offices ar .. u one of 

He claimed many repairs to'what he asserted 

most run-down faci11ties in the state. His 
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achievements were accomplished without an increase in finan­

cial support, since, he asserted, "the county dldn 1t have 

enough votes to matter." One of his major accomplishments 

was increased farm production which permitted better meals, 

e·.g., "meat daily" for the boys. 4 

Sm1th,the successor executive, was appointed in the 

traditional patronage manner fol~owing his party1s success 

at the p~lls. He had just completed a term as sheriff in 

the county where the institution was located, but he was 

prohibited from succeeding h~mself by state la\t. He had 

grown up in the vicinity of Boysville and shared the local 

proprietary interest in the institution. He also shared the 

local myths about the institution. He was proud of his ap-

pointment and was quite satisfied to remain there and do as 

liell as he 'was able. 

Because of the Depression, he had not been·able to 

'attend college. At one time he had been employed by his 

predecessor1s uncle, a road contractor. Prior to becoming 

sheriff he had been employed in a supervisory position in 

the railroad yards in the county seat. The town was a ma'j or 

switching point for the region, but the level of railroad 

activl'CY dropped sharply after the,Korean conflict and he 

va's released. His wife was a relative of an important mem­

ber of the senate finance committee and he himself had been 

active in county politics most of his life. 

""._ .... _ .... ·4~' .......... ~, 
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He had first-hand experience with inmates of the 

institution, for as Sheriff he had engaged in the.apprehen-

8ion of runaways. Besides providing one reason for his ap­

pointment an executive. his experience as Sheriff influ­

enced his pe1spectives. His·perspectives and'attitudes 

were also ~haped by the fact that he had resided in the area 

and knew the il.~titut1on. He was a few years older than his 

predecessor; this. together w1th his limited formal educa­

tion, explained his more modest ambitions and his interest . . 

in the executiveship as a career goal. 

He, too. held sirllple views of human behavior and of 

the nature. causes and cures of delinquency. He ,didn't em-

phasize detachment. as his predecessor did, due to his lim­

ited educat.ional background. Instead, he was able to ~~­

press and communicate his natural warmth and interest in the 

boys. Occasionally, he would stop and chat with them. He 

would as.k them how they were getting along. whether the;y 

had.heard from their families and if everything was alright 

at home. Both of these execut1ves asserted that lack of 

parental interest. the failure of parents to teach their 

children "righ~" from "wrong" and the lack of good examples 

were the causes for "('hese boys going wrong." J30th sus­

tained an essentially moralistic view ~f behavior and held 

trad1tional beliefs about the ramiiy and the relations be­

tween adults and children: e.g., "children should be seen 

and not heard." 

The long period during which the researcher observed 
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the institut:l.on provided the basis tor a relat:l.onsh1p that 

enabled Smith to share many of his concerns and questions. 

'Despite his pride in the low run-away rate and the overt 

good behav'lor ot ~ boys, he raised questions about the 

institut10nal design that he had inherited and perpetuated. 

His limited education and l;he Uncertainty 01' tenure fos­

tered his insecurity. On the one hand, he needed to present 

a good image, and ~his led him to be defensive about ques­

tions that appeared to cast asp~rsions on him or his admin­

istration. On the other hand, his conun1tmel'i~ ~o his posi­

tion and his genuine concern for the boys encouraged him to 

seek advice, suggestions and answers to his problems. His 

early distrust of professionals--who might jeopardize his 

control and, 'his position--ultimately gave way to a marginal 
" 

acceptance. 'However, he ,was more comfortable Innovatin~ and 

coordInating changes to the Physical plant than to the pro~ 

gram. But 'he' did institute a number of program changes to 

promote .fairness, to maintain order and' to secUlr~ more ef'-
, ,. 

fectlve ~Lcco\l1P,l1shment ot the goals he set f'orth. These 

changes. 'were generally consistent with his simp,listie per­

sp~ct1ve. 

SUccession and Special Mandates.--The two e,,~cu~ives took 

otficeund.er totally .different circumstances •. Jackson 

calledhimselt a ntrouble shooter" for his party. He took 

office after l3e~ere crj,ticism had led to the removal of the 

execut1ve who precedeq, him and who was an appointee of the 
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same party. Jackson, in his own words, had been "given six 

months to clean the place up." The major complaints that he 

cited~ere those of laxness in the administration, poor dis­

cipl1neamong the boys and poor morale among the emplOyees.
5 

Other sources suggested that the employees were exploiting 

institutional resources for personal gain, e.g., taking milk 

from the dairy and produce and canned goods, for home use, 

taking lumber and using inmate labor away from the institu­

tion's grounds. 6 The compensation authorized for inmate 

labor was reduced from fifty to twenty-five cents an hour 

during his administration. The report of the citizens' com­

study, particularly the more concrete and visible ob­

jects .of criticism, provided guidance for his efforts in the 

institution. 7 To the extent that funds were not provided 

for some of the specified needs, he was free of responsi­

bility. To the extent that he could manage visible improve-

ments .frem the existing budget, he enhanced the reputation 

of his administration. 

Two other facts bo~e significantly on thesitua­

tion when he took office. His party was the minority party 

in the state and the election of a governor two years,earl­

ier was an upset. One explanation for the upset was the 

'5 '. Ibid •• pp. 69-72. 
6 . , ' 

." ,N?te the similarity t9 tne "indulgeney pattern" 
under 'Old .Doug,' 'Peele's pre'decess'or in Gouldner's study. 
Gouldner, ~it., ,pp. 45-56. . 

7' S!;reet, Vlnter, and Perrow ~ OIl' cit.,J>. 69. 
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opposition candidate's administration or the institution 

rourt~sn years earlier. He was alleged to have sold and 

leas~d mineral rights' of the institution. His defeat made 

the institution and its administration, at least temporar­

ily. an issue in state elections. The few additional seats 

in the legislature gained as a result of this electicn did 

not permit Jackson's party to c·ontrol confirmation of ap­

pointments. Also, his~party could not control the passage 

of legislation, except by negotiation and by creaiing pub­

lic issues. Since the opposition had the votes to over­

ride a veto, Jackson's party was unable to bargain strongly 

for legislation. Furthe'rmore., the opposition still con­

trolled appropriations. 

The second important fact has to do with the defeat 

of the executive's party at the mid-term election. This 

created what Jackson called a "patronage jam," more job 

seekers than controlled positions. This was a major scurce 

of pre,ssu;t'e and he indicated that as a consequence it was 

impossible for him to obtain the quality personnel that he 

desired, for responsible positions. It also made it neces­

sary for him to get rid of the few holdovers from the other 

administration to meet patronage demands, and this 

led to local unrest and criticism. The defeat at 

the polls further weakened his party's bargaining position 

in the legislature. It reduced the executi'le' s lobbying 

potency,. since fewel~ members of his party were present to 

and negotiate for institutional interests. 



.t. 

7~ 

In contrast to Jackson, Smith took office in a tra-

ditional manner. "Although he had patronage obligations, he 

could not ~mmediatelY influence appointments to the more re­

sponsible positions. All initial appointments involved po­

litical obligations. Since the executive was not established 

in his office, he lacked both criteria for evaluating occu-

pants of other positions and power to interfere. Management 

implies power to regulate roles and assignments, as well as 

to negotiate with higher officials. When he first took of­

fice, Smith had not yet tested the strength of his sponsors 

and the extent of their support. His lo6al background, pre­

vious political service and appointmewt afforded some measure 

of control over appointments to lower staff positions. He 

attributed his apPointment to his role in the election vic­

tory. His party I s success at the local level ~las credited to 

his suggestion that the institutiQn should not be used as a 

local issue. He had, however. in his own right, considerable 

local influence and could have been re-elected to office, if 

'that had not been prohibit~d. 

He. too. had the mandate to manage the institution 

would be a credit to his party. His local ties made 

him sharply aware of the critic:isms leveled against prior 

administrations. e. g.", the mineral leases supposedly re­

sponSible for his p~lrty 's de.feat four years earlier. the 

le,veled at the executive that his prede-

cessor. replaced. and criticisms agains.t his predec~ssor as 

Since both executives were from the same regional 
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culture, similar models of institutional programs were 

available to each; they also shared underlying beliefs, 
, 8 

values and implicated technologies. In general, the, man-

date pl~,ovided'eaeh was comparable. e.g.) efficient adminls;..' 
~" .. 

tration. no scandals, and ln unspecific terms to retain and 

correct the boys In their care. But Jackson had the "clean 

house" mandate and the implicit guideline of the citizens' 

committee report in addition to the others. As a "trouble 

shooter." we could speculate that Jackson might have had 

more power and freedom. Aerials might portend changes 1n 

organizational cbaracter. 9 He was well aware, however. that 

the circumstances of his appointment reflected the potency 

" I' 
I 

~,.t . 
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Organizational Character.--Initial observations provided no 

. indication or a change in organiz.ational goals. It appears 

that the character of the institution continues even when 

~ but ~.~ member £hangea. Only the chaplain con­

tinued from the predecessor's administration. 

The transition period was;commented upon by stafr 

employed during the time of. this study. Every individual 

including the executive, felt that the person who held the 

Job before him sho.uld have remained 'on the job longer to 

belp. him learn his duties. In sOllie cases the' prior posi­

tion holder had departed.before the replacement arrived; as 

a result someone unfamiliar with the job had to brief the 

nevperson. It would seem that the press of daily opera­

tions in a simply structured progr~ ~weeps new people into 

an easily acquired pattern of activity and allows for minor 

~Ujustment8 with the passage of time, all without untoward 

\ A incidents. 
~.:'l; :',¥ 

S~ch a procedure implies transmission of 

. t:l ::d::h::e:::::a:::s::o::~'0:::~ th~;u:;::e 0:,:::.::_ 
\'1 bind practices 1s unknown or obscure~ a technological basis 
I.,:l . . , 
r"l iS imputed. The. process described abpve is a "retreat to 

\-:,j::, technology," and d~notes a "process of sanctifiea tion '.. and 

rr;1the displacement of goals. 12,13 The very 1nsecuri ty of a 
1\'-;/:~ , 

\'.-!- 12 
W.~:; P. Selzn1ck. Leadership in Adminlstration~ ~ 
Ine1t •• pp. 7li.-82. 
1 •. ::1 13. t .. '" It R. K. Merton, "Bureaucratic Structure and Person-
L'F:~ TIn Social Theory and Social Structure. rev. ed. (New 
~;'.f.,0r. he Free Press ~ 1951), pp. 200-202. 
L~:~t~~ 
:" .. '" 
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new position promotes overconformity and routinizatlon, 

which ultlmat.e'.ly become the sources of comfort and foresi;!>il 

change. The enos which the practices were designed to serve 

are forgotten or ignored in the process and the risk of 

change app,ear staggering. 

The Chaplain, whose position wr"s supported by a 

council of churches and who at the time of this study had 

served in the institution for seventeen years. was' a logical, 

objective, and informed source of information and guidance 

for both executives. He served the successor in that man-
, 14 

ner for about three years. 

The Elaboration of Organizational Purpose 

In this comparison of the goals specified by each ex­

ecutive we are not merely interested in settin.g one set of 

,goals alongs,ide another. Rather, our purpose is to indi'cate 

how the goals and strategy of one executive provided the 

ba!31s for select1ng the replacement and .the mandates of the 

replacement. Further, it is ne,cessary at this point to .1n­

die,ate how the strategies of the e:r..ecutive· bear on the en-· 

vironment~l relations and' internal behavior of the organiza­

tion, fl)1.'. In the final analYSis, it i~ what the organiza­

tion does and the terms employed in the environment to re­

Spond!r.o organizational activity that constitute the issues 

, U . ' . 
:,. ." The shift in the executive.'s orientation to the 

. Chap:J.~Lin may be traced to 'two events. One is the appoint-
, .ment I:lf a l1aisonperson from the parent org/iniz/iltion to pro­

.. mote ,~ncreased emphas~s on rehabilitation; the other was the 
, la.c:l:ng of the Chaplfiin on the pay-rOll of the inst.itu.tion. 
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snd criticisms pressing for executive replacement. 

The political considerations in the lire of the in­

stitution examined here are obviously important; they sug­

gest that the purposes of the organization are political 

rather than correctional. But we argue to the contrary. It 

is assumed here that the more prominent institutional issues 

become 1n a political campaign the. greater focus wi12 be not 

on the traditional political use of the organization but on 

its sUbstantive activities. This is particularly likely 

under conditions that have made political patror:'1,:,p.,which 

requires underlying consensus and support, a tradition. How-

ever, as Ohlin points out, making a public issue'out of or-

ganizational practices does not predict the ou~come.~5 Ac-

cordingly, considerable .risk is, incurred by the interest 

that promotes a public issue. (Tt;lis is taken up in detail 

next cbapter.) 

Crucial to our analYSis is the notion that the 

specified for Juvenile correctional institutions are: • 

. in part, implicit in the institutional issues' ~hat become 

p\lblic and that they are to be treated as one of the envi­

'" ,ronmental influences that the e>.;ecu'tive must contemplate. 

~he following statements of Jackson's major goal as­

provide a basis for examining the'variations man i­

the successor. Jackson defined limited and simple 

objectives which were dep'endent uponobtainlng 
, '15 

Lloyd Ohlin, "Conflicting Interests in CQrrection­
Objectives," in Theoretical Studies 1n Social Organiza­

(New York: Social Science Research Coun-
, '. 
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compliance with rules and expected overt compliance, submis~ 

don to authority, and deference to adults. 16 Somewhat more 

positive notions than ~3e executive expressed were inclyded. 

along with the phrases. that appeared, in the official state­

ments of purpose. Smith, while initially adhering to th.e 

same expectations, later tried to temper them. This was ac­

complished by reducing line-staf.f' authority (cottage parents 

and detail supervisors) and recognizing situational and in-

dividual differences. How the successor attempted to balance 

order and compliance with the underst~nding and concern that 

he believed his program required will be discussed in the 

next section, which is on the staff-inmate relations. 

Although both executives held sImilar v.1ews on the 

causes and cures of delinquency, the successor questioned 

the program and developed the view that the client popula­

ti.on was quite differentiated. For example, some boys were 

hopeless and clearly did not even belong at the institution, 

most of the boys, particularly the younger ones, were normal 

and deprlve~. needing to learn right from wrong from con­

cerned persons and to acquire vocational skills and good 

wO.t'k habits in order ·to provide for themselves. He also 

quest~oned the unilateral strategy.17 Smith indicated that 

adequate home environments and help were provided 

16 .. 
Street, Vlnter. and Perrow, op. cit •• pp.52-53 .• 
17·' . 
, n.Unilateral strategy"refers to the assumption ihat. the institution. chiefly by itself. can produce the 

I~~~lng changes in. thE) inmates that society demands, 
" p. 8. . 
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for the releUsed inmates, the unchanged circumstances at 

home would soon contribt..l1;e toward their return to the insti­

tution. Although the conditioning theme of his predecessor 

was maintained, with the passage of time Smith recognized 

the difference between voluntaristic compliance and coerced 

compliance and sought to invoke changes with a more positive 

connotat1on. 18 He had little understanding of the sophist1c­

cated and com~lex concepts of mental' health approaches, but 

he possessed cons1cderable sensitivity about human feelings 

and behavior: 'These sens1ctivities were most read1cly d1cs­

played when he was secure and unconcerned about his own 

image. 

The inclinat1con to d1cfferentiate the population and 

the greater emphasis on understanding and concern demonstrat­

ed by the successor may be traced in part to the paternalis­

tic segmen~ of his trad1ctional orientation to youth and the 

ideas that he held about the contribution of the f~ly to 

,delinquent behavior and the fact that he was not committed 

to det'achment. Also, the order and har~:ihness of his pre de­

c~ssor I s adm1nl .. l(~°.ation were, among the criticisms of that 

l8'l'he tr\e''I.~:ent mode of the predecesse,r may be 
viewed as a simple' form of operant conditioning, in wh1cch 

'aversive st.1.muliaUll punis}:lment are administered on a fix<id 
ratio schedule to tntt1cngulsh deviant behav:tor (undesirable 
~r non-conforming,). , Botl1,. the excess1v~~ use of aversive' 
stimuli and puni~hm\el'lt tend to produce umdesirable effects. 
in addition to the h(unanitarian conziderations 'involved. 
The addition, 61' positive ~einforcements(re\\'ards) for de­
Sired behavior (confoit-ming) is more easily managed than the 
removal, of averlsive st:imul.1. Also. the reduction in the 
,frbe1quency of punishment lessens the probability of undeslr-
a e effects. . " 

,I \ ~ 
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administration and thus became a part of the IIdefinition of 

the situation" when he took office. Accordingly, although he 

could ,not risk IIlaxnessll and was still strongly committed to 

deference, compliance and order, his mission required a 

softening of the discipline. 

Illustrative of Smith's approach are his changes in 

the employeE!S' handbook. The following statement presented 

in Street, "inter and Perr.ow indicates the position of Jack­

son and his link with the pa~t: 

The School exists to train delinquent boys so that 
they may become useful citizens. We may not succeed 
with. all boys, but the training given at this School 
will determine the lives of many; and it is of utmost 
importance, to the boys here. to their' families, and to 
the communities to 'flhich they will return. Occasional­
ly, an employee may lose hope of the reclamation of a 
boy, but he must remember that he will not succeed with 
al~ boys. Fairness. firmness, and faith '~ very essen­
ti,al in reclamation. Boys are quick to detect favorit­
ism, laxness, and loss of confidence. Punishment. is at 
times essential • • 0' but is never an end in itself and 
must be used with understanding. 19 

The statement is identical with one used by earlier adminis­

~rators appointed by the opposition and appeared in several 

versions priol: to Jackson's tenure. His only change was jn 

the emphasis added by the italics. Such changes, wh1~h occur 

,throUghout the entire handbook reveal not o~ modification 

italics. which expressed Jackson's desire 

restore order in the institution, w~re evident. 

Smith's 1963 edition of the handbook, while retain­

Jackson's emphasis. omitted ten percent of the earlier 

1\1 
Street, Vinter. and ~erro·iI. op. cit •• p. 50. 
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content and increased the content by fifty percent. The 

changes included a complete revision of the inmate rank­

system and made the criteria and rules for grading the be­

havior of boys and the basis for promotion, discharge and 

parole explicit for the staff. It provided increased em­

phasis of privileges, as well as information about the rule~ 

on correspondence, spending money and gifts which had been 

sent to the inmates' families. Despite its explication of 

rules and procedures, it acknowledged the importance of at­

titudes as well as behavior. The executive hoped to help 

his staff by clarifying the basis of some of the institu­

tion's rules and decisions. 

Executive Orientation to Staff-Tnmate Relations 

Consistent with his simplistic notions of human be­

havior and limited change objectives. Jackson expected the 

status and power distinctions between staff and inmates to 

guide their relationship~ Inmates were to b.e respectfully 

obedient and immediately accede to all staff requests and 

orders. Staff were expected to maintain their distance, 

act upon the inmate, and enforce negative sanctions to se-

cure proper inmate behavior, II • close or intimate rela-

tions and .inmate voluntarism were not to be fostered • • .,,20 

Detachment, impersonality, firmness, respect, discipline, 

Command, etc., describe the staff stance des.ired by the 

predecessor. More severe sanctions had been instituted, 

20Ibid _.Ji p. 
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although criticism forced Jackson to reduce their severity 

later' in his regime. 21 The inmates were expected to comply 
t-' ;"':~ 

deferentially to all the rules. requests, commands and or-t: 
\:.:1 
ii: 

ders invoke~ by the starf. Smith, as previously mentioned. 

\ ,.{ did not attach the same significance to starr detachment 
, 

~,i, 
(et 

and impersonality. In addition, with the passage of time, 

privileges and rewards were included in the compliance tech­

nolllGY; these modifications added positive reinforcements 

and the loss of rewards to the conditioning process. 
t 'ji 
\'Jf", 
~~r ! 
I:'''" 

t~ 
\'~ " 

Despite ruies that required executive approval or 

corporal punishment. the starf administered physical pun­

ishment without a!?lJrova,l and with considerable freedom dur-\
.''>~ 

'::,~,',:,l 
;,~ 

: .\f 

F:\ 
\ 1 
\ •.. 1 
j' .. } 
\;: if 
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ing Jackson's term. During Smith's administration. line 

starf. sUch as cottage parents, work supervisors and farm 

personnel. had less authority and autonomy in certain areas 

(punishment and releas~). The executive thus attempted to 

r 'f} reduce the harshness of sanctions and to promote, voluntaris-

t··.: tic compliance. These efforts were cons,istent with the im-
\ ,I 

\ 

,\ portance th~t Smith attached to understanding and concern. 
,,1 Thl ' . , ", s policy may very well have been a response to the re-" , 

I '''; 
\:.:~ port or the earlier stud!. Street. Vinter and Perrow. which 

\:".~ was aV~llable to him. In that document. Jackson was re­

k',.;~ ported to have expressed surprise about his stafr' s lack or 

\",';concern and interest in the boys.22 

:'~:;-------
I ,'. 21Ib1d t',:l, 22-' 
\,::'1 ill.!!, •• p. 266. 
,', .' :;. 
\:;3l/4, 
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Among the successor's objectives in changi~g the in­

mate rank-system was a reduction in the use of inmates to 

control their peers. Smith felt that 1nmate authority over 

inmates was inconsistent with the program and the goals 

that he defined for the organization. The inmate rank­

system was'more explicitly related to release and to the 

1dea that a boy could earn his way out of the institution 

than was that of the earlier program. Accompanying the 

several steps toward release were increased rights and 

privileges as well as increased trust and responsibility. 

Instead of control by coercion, fear and sanctions, the 

,::u1Ulged program contemplated control by positive leader­

ship qualities and example. Nevertheless, the residue of 

an earlier military model program was evident. Conformity 

and compliant behavior were. the main criteria for suc'cess­

ful adjustment of the inmates. 

Jackson, to the contrary, employed and exploited 

client inform21 leadership while asserting that there was 

little tbat the in!:prmal inmate groups could do to threaten 

sta1'f control over 1\nmates. During Jackson's administra-

a system of ranks and privileges had been employed 

to legitimatize the cooptation of the inmate informal lead­

That program had been initiated many. many years 

earlier and~~s ~arried over into the predecessor's regime. 

for their assistance in man'aglng and control-

it provided inmate leaders with 

, p. 53. 
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better wor'k assignments and the power to prescr.1be punish­

ment and influence the release date.s of their peers. The 

practice of using inmates for organizational purposes other 

than the change goals was deeply imbedded in the operation 

of the institution and for'many years was part of the or-
, . 24 

ganization's character. Accordingly. the practices which 

Smith attempted to modify were highly resistant to change 

and the extent of change ~as modest. 

Several factors contributed to Smith's inclination 

to modify this aspect of the program. First, he believed 

that earning one's own way and being successful in competi-

tion with others was the basis for getting along in the 

outside world. Second, he held a somewhat more positive 

and differentiated view of the boys, and this supported a 

new interpretation of the system of statuses and privil­

eges. Third, he was informed about his predecessor's ad·­

ministration through the report of the earlier study. 

Fourth, he was more certain ,about the perspe.ctlves and 

loyalty of his staff. NeVertheless, most of the stafr that 

had extensive c9ntact with the boys had limited education. 

While they endeavored to meet ~he expectations placed upon 

them, their backgrounds and limited skills mitigated 

against changes, in the traditional practices. 

Another practice that derived from the character 

traditions of the institution was the, use of the boys 

24U.~. Goverriment, Children's Bureau, 1946, op. cit. 
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for meeting sustenance and care goals of the organization, 

e.g., maintaining the physical plant and facilities and 

working in the farm program. They, produced a l~rge por­

tion of the institution's food and both executives set 

high pri,orit:r on farm production in val1datin~ the effi­

ciency of their administration. However, it is exceedingly 

difficult to inventory farm produce that has t,o pass 

through many hands. Therefore, the exact amount that was 

prod,uced and its contribution to the boys' diet was not 

clear. Smith believed that staf.r, during the earlier admin­

istration had fre'ely helped themselve3 to food produced by 

the farm and on one occasion, when he learned that some'of 

his staff were taking milk from the dairy for their own 

table use, he was purple with rage. But the prevailing 

rural values and "farm culture" in America have made "keep" 

a part of the contract for farm labor. That, along ~ith 
, , 

the local population's proprietary interest in'the institu-

tion, tends to support both staff use of farm produce and 

institution's use of inmat.e labor. In this area, there 

one observable difference between the two administra-

Smith tr~edto strengthen the'interpretation of , 

Work on the physical plant as voca~ionai training. 

About midway in the study he secured his own. appointee as 

School Principal and with this man be moved to balance and 

the academic and vocational education programs. 

the prinCipal was clearly a choice of the executive, 

able to reduce the farm program's disruption of 
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educational activities. During the predecessor's adminis­

tration, the crop schedule came first. 25 

Executive Strategy as Role Performance: 
Balancing Diverse Expectations 

Thus far we have considered executive strategies as 

an explication of a series of pre-conditions that shape those 

strategies. We have indicated that strategies viewed as 

means for dealing with conflicting demands and problematic 

issues will provide a basis for projecting the organizational 

behavior that should obtain, both externally and internally. 

Internally. the goals formulated by the executives, the poli­

cies that they developed, the organizational technology em­

ployed and the character of the institution provide a back­

ground against which the internal behavior of the organization 

can be examined.. The slight differences in goals leads us to 

hypothesize few changes in the internal structure and .to an­

ticipate .minimal change in the perspectives and sub-system 

relations manifested by staff and inmates. Externally. we 

may.view the replacement as a disruption of role re~ation­

~hips in the cI'ucial boundary position of the organization; 

also it cons~it.utes a 'change in the position holder in lieu 

of ab.ridging a segmen~ of the role":set (which permitting 

an executive of the opposition party. to continue to serve 

would ac~ompl1Sh) :26 Together, these provide a basis 

25Street, Vinter, and Perrow, op. cit., p. 52. 
26 

R. K. Merton, '.'Continuities in a Theory of Refer-
Groups and Social St.ructure," op. cit., p. 379. 
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tor comparing the moda~ nrole performance mechanisms n em­

ployed by our two exeultives ,27 We are particularly con­

cerned with how the range and volume of transactions are 

influenced by executive role performance mechanism~ and the 

way in which the goals that have been formulated both bear 

on and are influenced by the mechanisms employed, 

The transactions that we focus upon are the follow-

ing: The flow of information regarding the organizational 

image, resources and markets (funds. personnel, inmates. 

technologies, post-discharge placements. etc.). and the 

sanctions which influence coordination and cooperation with 
28 elements of the organization sets that are relevant. The 

mechanisms are conceptualized'in terms of the manner in 

which they res,trict observabil1ty or seek to modify or ac­

commodate to the demands expressed. The demands may be 

modified ~y influencing elements in the organization s~t. 

Whlc;'! elements are subjected to influence bears si¢ti­

cantly on expectations imposed and the congruency and bal­

ance of pressures among elements of the organization set. 

It is assumed that we are dealing with conflicting and am­

biguous demands and that the boundary role encumben~ must 

perform in a manner which prote,:'ts his status. Presumably. 

27 N. Gross. W. S. Mason and A. W. McEachern. Ex-
lorations in Role Analysis: Studies of the School Superin­

tendency Role New York: J. Wiley and Sons. Inc.. 1957). 
28' " ' W. Evens, "The Organization Setn in Approaches to 

Organizational De'sign. J. D. Thompson. ed. (Pittsburg: Uni­
versityof Pittsburgh, 1966), pp. 173-191. 

,,-,.-
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the choice among elements and of mechanisms is conditioned 

upon an evaluation of the'sanctions and power of elements 

of the organization set and the executive seeks to minimize 

costs to the organization in avoiding the most severe nega­

tive sanctions and in obtaining the greatest reward5 in 

terms of positive sanctions. 

Although the terms used above may be applied to a 

situational analysis, we are concerned with modal patterns 

which reflect the style of the executive and describe the 

type of foreign relations that he believes appropriate. 

What he b~lieves appropriate stems on the one hand from the 

goals that he formulates and on the other hand from the way 

that he views the environnient. At the most general level 

there are four dimensions which reflect orientation to the 

environment: (1) fatalism (resignation vs. optimism), 
\.;.~ l'l (2! time pet.'spectives (immediacy vs. long run), (3) tradi-

t:rd tionalism (authoritarian vs. innovative). and (4) specific-

1\'.'.".".A. ity (concreteness vs. abstractness). Each of these dimen-. \~ ,'; 
'j" \ sions holds impl1~ations for the type of policy that execu-
1\\ ., 
\.~,;j Uves w,ill establish in dealing with the environment. 29 
r'\·~.----_____ _ 
, L .. ~ . 

tF,,~ 29These perspectives are based on responses that t.l .. I.': .•... ).have been attrib. uted to. "powerlessness" and "alienation." 
1)'::\They are related to modes of orientation that are derived 
l.·:.~.I:{rrom J.,ack of ability to manipulate or control the ehviron­
l,;;~ent. Their .use here' is based on' an a priori notion about 
d~TT Culture. system" influences on means-ends relationships. ' 
1:\\" he theoretical antecedents are Merton i s work on anomie 
h\~nhd a large body of,' literature on lower.-.class perspectives. 
\;\1< e baSic assumption is that instituti'ons incorporate val­
hi\:~es and perspective's consistent with their position in the 

··:~.'~(60CiCl.li system's status"structure of. organizations, e.g., :. \"rgan za~ions at the bottom of the "totem pole," 
t~ ':' ""'< ,:' ',";1: . ". 
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The executiven described both tend to have perspec­

tives which are closer to the end of the continuum refer­

enced by the first of each pair of terms mentioned in our 

listing. Ho~ever, slight variations derive from differ­

ences in. background and commitment. The political use that 

the predecessor made of the position and the "crisIs" when 

he took over the position .imply greater immediacy 1n his 

orientation to the environment than would be the case for 

the successor, who identified with the position as the apex 

of a career. The political conditions for Jal:kson, a minor­

ity party member from outside the county. suggest circum-

stances that would be less amenable to his influence; they 

also imply that he probably would be more fatal1stic 

about the environment. His background as a teacher and 

politician tend to support traditionalistic perspectives, 

but probably' no more so than the railroad experience and 

office of sheriff did for the successor. Even though both 

executives were s'trongly oriented toward concreteness, the 

differences in education and the local ba~kground of the 

successor might suggest a greater inclination in that di-

Summary 

The ear~ier 'examination of the influences on the 

~ave perspec~ives much like people at the bottom of the 
Itotem pole." The prevailing regional norms are described' 
t{ Chapter 3. along with references for the above'perspec-

Ves. It al.8o appears that the dimensions above may be 
to the analysis of the internal strategies of 
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executives I strategiel~ and goals indicates both similari­

ties and differences. First, despite comparable views and 

perspectives about hn.unan behavior and about human relations 

principles for manag;ing people, the two executives diff.ered 

in their views'of the executive position. in their ambi­

tions, as well as in the routes they traveled in attaining 

the executlveship. Jackson was more self-assured, more ~-

pans1ve and better educated. Second, he took of rice in. a 

crisis and operated as a member of the minority party and 

as an outsider in the local area. Also, he was subjected 

to greater patronage pressures than Smith. who used his 

local background and longer period in officE.! to extend bis. 

influence on thf~ patronage system and to exercise more 

choice in filUng institutional positions. Third, Jackson IS 

background in a traditional institution (education) and the 

legislature tfmded to contribute to what Street designated 

"resigned conservatism."30 The executives differed in the 

above respec"ts. but the characteristic which most sharply 

separated Smith from his predecessor was his local origin. 

the local proprietary interest in the institution 

IU'ld .looked upon himself as a representative of local inter­

ests in stateho.use activities. For example, he obtained 

on contracts. emphasized local needs and provid­

ed jobs for local residents. The fact that he could edter­

cise more influence on appointments enabled him to build a 

30 
Street. Vinter. and Perrow, Ope cit., p. 265. 
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starr that wa~ obligated to him and loyal to him. Never­

theless, the many ideas and views that the executives had 

in common, forces us to conclude that the environment pro­

duced candidates with similar perspectives and that the de­

mands of the party system reinforced the ,electlon of tra­

ditionally oriented, conservative appointees. We would ex­

pect the representative of the minority party to be more 

deviant than a majority party member in regards to perspec­

tives and ideology; but that did not appear to be the case 

here. 

The discussion of the perspectives, aims and pro­

grams of the two executives emphasi~ed the distinctions be­

tween the two administrations, yet ~n some respects they 

were much alike. The differences served to link certain 

areas of aims and goals with the organizational outcomes 

that derived from the executive's s~rategies. Both execu­

tives empbasized visible features of the institution. such 

as the phYSical plant. farm productivity and the escape 

rate. These are unambiguous and concrete phenomena. \lhich 

are consistent with a simplistic view of organizational 

purposes and ready evaluation of accomplishment. 

aoth administrations were strongly tied to ~he tra­

ditions t!lat. they lnherited. but they occupied the execl,l­

tive POSition under significantly different circumstances. 

atld these, shaped their missions and the use that each made 

or the position. Further. both execut.ives were highly de-
-, 

pendent upon the ~nformatlon p~ovided by a non-polit!cal 
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starr member. the Chaplain, whose long tenure and inde­

pendent auspices gave legitimacy to his views and tostered 

identification with traditional perspectives and crucial 

features ,of the organization's character. Only after three 
, . 

years in office was the successor able to realize his de-

pendence on the chapunn and his opposition to change. Sub­

sequent to that time the successor was more willing to risk 

program changes. Co-incidental with this shift was a change 

in the power balance within his own political party. His 

continued tenure was ~ontingent upon support from the fac­

tion of the party represented by the head of the parent or-

ganization. The emergent power of this new interest and 

its intluence on his tenure rendered the successor more 

compliant in accepting somewhat more positive views about 

inmate potential and slightly more extensive efforts with­

in his organizational aims. 

Both the executives held similar perspectives of 

the enVironment, so they ~hould be expected to use similar 

mechaniznns for dealing w:1th problemat:1c situations. Gen-­

erally, both execut:1ves should be expected to employ mech­

anisms that restrict observab:1l:1ty, e.g., withdrawal, in­

&ulation. barriers to mov,ament aCr05li1 organizational boun­

daries. control over' the number of boundary positions de­

fined, etc. This holds particularly in respect to issues 

affecting the organizational image. 

Boundary transactions relating to the movement of , 

resources, such as money.·~taff and inmates Tequire 
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relatIonships with the environment that are contingent, on 

the one hand on the structure of the organization set, 

e.g., market conditions, and. on the o'ther h~nd, the bar-

gaining power 01' the executive. Each of the ar:'eas men-

tioned above pose separate problems and each will be 

treated separately as we examine the external strategies 

of the two executives. At that time we will consider how 

the mechanisms employed by each executive shape the coor­

dinative and cooperative patterns '~lth elements of the or­

ganization sets and t~e exchange of inflllence between the 

organization and interests comprising various organization 

sets, as well as the affects on organizational programs and 

act'lvities. 
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CI'f.APTER V 

THE EXECUTIVES AND THEIR EXTERNAL STRATEGIES 

Introduction 

In order to appreciate the fit or the institution to 
, ' 

the environment and to understand how the institution adapts 

to the environment, it is necessary to examine the vehicles 

by which the institution learns of environmental responses 

to its behavior. It is equally important to consider the 

means by which the environment is informed of organizational 

behavior and the bases of the environment's response. Im-

:plicit in bQth -J.onsiderations is the notion of organization­

environment contact or a relationship which permits the flow, 

of information across the organizatlon's boundary and,pro­

vides the basis for interpreting alter and guiding ego. 

The boundary structure of the organization deter­

mines the points of centact with interests in the environ-

ment; while environmental interests, which vary in their 

advertency and saliency in respect to the institution, 

employ a variety of relational techniques for attending 

to institutional behavior. I The number and range of 

1 
L. Ohlin, "Conflicting Interests in Correctional 

Objectives. "Tneoretical Studies in Social Organization of 
the Prison (New Y01'k: Social Science Research CounCil, 
1960), Pp. 1191121. Ohlin employs "advertency" to denot!) 

95 
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environmental interests to which the institution attends 

and the type of boundary structure created by the executiye 

are major features of the executive's external strategy, 

The first, on one hanel. reflects his perception of the, en­

vironment and is implicit in the goal definition that he 

provides the organization and, on the other hand, is a po­

tential source of organ,izational crisis, Failure to attend 

to emerging interests or to be aware of shifts in potency 

may have implications for the level and type of resources 

obtained, the organizati~n's image and even the tenure of 

the executive,2 The second also reflects the executive's 

view ot the environment, but more importantly it reflects 

the executive's definition of his role and in particular his 

boundary role', 

The executive may give more or less attention to the 

external affairs of the institution than to its internal 

, affairs, He may select personnel in a way to minimize ties 

with some segments of: the environment and to maximize others 

and he may ~stablish policie:; shaping the external activi­

ties of his staff', He may retain for himse,lf the maj ority 

of extra~organizat1~mal activit ie's important to the organ­

ization. or he may distribute them among staff. If the dis­

tribution,of tasks within the o~ganizaticn includes 

the inverl'!e of the threshold of organizational behavior to 
whic,h interest groups rl::o'lpOlld and uses "saliency 1l' to repre­
sent the scope of an interest group's activ1ties that are 
relevant toorganizat1onal behavior. 

2Itid • 

", 
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boundary-crossing activities, the manner in which particu­

lar boundary areas are as,signed and the cri,teria governing 

!Staff in their external relations become essential t'aatures 

of the executive's ~trategy. 

Therefore, in comparing the external strategies of 

our two executives, we first compare their rdle definitions, 

especially the boundary segments, and the ~oundary struc­

tures that they create. We then compare the organization's 

relational pattern to the environment by considering the 

organization sets in .each of four areas (protecting ~he or­

ganization's image, securing funds, recruiting staff, and 

managing the flow of inmates) and by considering the points 

of contact with the organizationj we treat the organization 

as the focal position for the organization sets and view 

the boundary role definitions as mediating the flow of in­

formation to the organization and its response. 3 

In each. of the above four areas we consider the 

advertency, saliency and potency of each of the interest 

groups comprising the set, the number and range of ele~ 

ments within the set, the structure of the set, as well 

as the relational techniques employed by the interest 

groups'. II 

From the organizational side of the relationship 

conSider the level of organizational investment, the' 

3 .Evan. op.cit." pp. 171-191-
II 
Ohl1n 3 pp. 122--126. 
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relational patterns employed under each executive by consid­

ering the range and volume of transactions with elements of 

organization sets, the distance between the elements and the 

organization and the pressures on the organization that de­

velop. We identify the environmental constraints imposed 

'on the' organization over the two administrations and the or­

ganization's impact on the environment. 

Executive Role Definition and Organizational 
Boundary Structure 

The goal emphasis of each executive directs atten­

tion to the organizational technology employed, which in­

cludes staff quality. role definitions, and organizational 

structure. The kind or relationships expected between staff 

and inmate assume principles of human behavior which apply 

equally to the management of staff. The predecessor's ex­

pectation of ov.ert conformity and deference demanded no 
I, 

special-training for staff. Despite the number of staff 

engaged in ~imilar activities and the presence of department 

heads, the executive delegated little in responsibility. 

Accordingly ~is role .definition included supervision of all 

internal activities. In a corresponding manner, he at­

tended to all external demands. The requirements to "ca~e 

"contain" the inm~tes posed Dlodest resource ,de-

the executive. Contain.ment was consistent with 

deference technology and his use of negative sanctions. 

need to'acco~od~te1::o party demands for positions led 

to the acquisition of stafr who were of doubtful loyalty. 
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Jackson's expectations of staff behavior, required that they 

leave the Job and what had occurred at"the instltution be­

hind them when they were away from the institution, but his 

ability to control leakage of organizational events to the 

surrounding community was limited. Because of his reluc­

tance to trust staff, Jackson personallycontroioled all 

boundary-crossing activities and centralized external rela­

tions in his own position. He discouraged outside trips for 

the boys_and service activities within'the institution by 

volunteer groups.5 Both of these policies were aimed at 

avoiding observations of boys' behavior that might be inter­

preted unfavorably for·the institution. It is apparent that 

this executive sought to maintain an impermeable boundary 

structure in which he tried to control the conditions under 

which inmat~s were exposed to outside observation. 

He not only restricte~d staff in resped; "to boundary­

crossing activities relevant to organizational needs and 

tasks. ~ut his refusal to accl~pt the validity of any special 

training ~r education, e. g •• his ideas about social workers, 

led to prohibiting staff. even the executOive core, from at­

tending outside conferences on corrections. It!is difficult 

to· say now much budget restrictions were a part of the ex­

planation for this. policy. ~ut· such restrictions on 

boundary-cros~ing activities were consistent with the rest 

5Street. Vinter, and Perrow. 0p. c 1 t •• Po' 73. 
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of the boundary structure, e.g., closely controlled by the 

executive. 

The executive's concern with political demands, that 

the institution be a credit to th~ p~J.'l'.'ty, is evident in the 

manner in which he defined his role. Since he was held 

wholly responsible for organizational events and took office 

in a crisis situaticln tha.t led to the removal of his pred-

ecessor, the most powerful sanctions and most relevant ex-

pectations were those imposed by the state's administration, 

the parent organization and his political party. That he 

perceived these conditions as beyond his control was evi­

dent in his complaints about being unable to control recruit-

roent for P9sitions. 

His prior experience as a legislator and as a mem­

ber of the:'cOIlffi:l1ttee on penal irstitutions supported his no­

tion that he·was better qualified to deal with those inter­

ests than any other personnel. The appointee to the social 

service stafr, who was well placed in the party and had ties 

to news media, also undertook missions to the state capitol 

on behalf or the institution. Wbetherthe geographical iso­

lationo! the institution precluded active membership in 

edUcational associations or whether selective recruitment 

secured teachers whose weak associational interests were 

es~abl1shed before they became stafr members and, hence were 

af~!r.ted byinstltutional practices is not known; in 

was no eVidence that there was environmen-

contact'in this area. 
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Jackson's poliilcal career· aims also were integrated 

in his,rol~definition and in his extra-organizational ac­

tivities. Maintaining control of external relations in­

creased the opportunities for meeting the public and served 

to identify him with both the institution and political ac-

tivity. He saw himself as a political figure and conducted 

himself. and the institution with considerable consistency in 

respect to those aims and viewed the position as the means 

for enhancing his political care.er. 

Although Smith's goal emphasis was similar, leading 

to comparable organizational technology, his satisfaction 

with the position as a career goal, his perception of him-

self as a representative of local interests and the circum-

stances of his appointment gave rise to a different role def­

inition and a different boundary struct':lre. .His definition 

of his role w,as less pretentiolls and less exp.ansive than that 

of his predec~ssor. Prevalent lfegional norms about adminis­

'trative leadership lay behind both the predecessqr's and suc­

cessor's use 'of authority and sanctions. These were tradi­

tional rather than enlightened ideas (egalitarian. processes 

designed to secure feed-back and s.uggestions for organiza-· 

~iorial policies) and along with the political patronage sys­

tem supported elements of debureaucratization in managing 

the institution, e.g •• emphasis on loyalty, contribution of 

the -1nstittit\ion' to sustaining the \'pominance of the control­

ling. elite. p~rsonal criteria rather than technical ,cri.,. 

'in appointments and decisions. However, as indicated 
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earlier the successor controlled appointments and was more 

certain 'of staff lo:ialty. 6 At first, he created barriers 

between organization .and outside world and remained sensi­

,tive to and concerned with unfavorable interpretations 01 

organization events. By the fall in 1964, he employed a 

boundary structure which engaged selected staff with impor­

tant elements of the environment, e.g.·, members of the exec­

utive core and department heads were sent to conferences of 

associations of similar institutions and visited other in-

stitutions, as did the executive. Also, he expected and 

received a defense of the institution by staff residing in 

and visiting the local community. 

While the qualifications for staff positions were 

unchanged, except political party affiliation, the succes­

sor's expectation pf greater differentiation among inmates 

.and of greater use of positive sanctions by s~aff increased 

the comple'xity of their assignmants. ,This led to increased 

use of department heads, but at time:; to consi.derable dis­

satisfaction with them by the. executiv,:. and hence the ,suc­

cessor remained almost as rulJ,.y engaged with the direct man­

~gement of'staff as his predecessor had been. He was '~ble~ 

however, to use his 'assistant and some of t~e department 

with more. confidence than his predecessor and accord­

was released from some internal and'external demands • 

. (living much of his attention tQ the completion 

contracted work, at the instltut:i.on, which he saw as a 

6
S 

. upra, Ch. IV. 
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coordinative task. served to make contractors aware of his 

presence. It also helped the exe~ut1ve establish relations 

.that might serve local interests. 

By 1964 public appearances and public relations 'en­

gagements were not crucial for him as they had beetl for his 

predecessor~ He used the Chapla1.n. who had developed the 

8lides and narrative used in speaking engagements by the 

predecessor. to handle most obli~ations of that type while 

Smith undertook public relations in the lpcal community. 

Since his change goals were not much more extensive 

than his predecessor's and the type of staff was the same. 

his claims for funds were based on his asserted intentions 

to improve care and facllities.purposes consonant with his 

obligation to contribute to a, positive appraisal of his 

party's administration. His ties with an important member 

of the legislative committee on budget and his efforts to 

help local interests secure state contracts both required 

"private" rather than "public" activities. This was also 

true of his 'activities wi'th law enforcement agencies and 

judges, Which he undertOOk in order· to obtain inmates con-

with his goal emphaSis and his view o.t delinquents. 

Although some feat.ures of the administrative style 

two executives were similar. the orientation of the 

to local community interests, the'dominance of 

and his li~ks ,with law enforcement and Judicial 

intex:~st~ helped shape his bo~rtdary role ip' a manner that 

distir.'ct from that of 'Jackson. The resulting'boundary 

/' 

\ , 
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structure engaged a larger number and a wider range of staff 

in boundary-crossing activities and permitted Smith to con­

centrate in ar~as that integrated his strengths and his goal 

emphasis. 

Initially, Smith sought to insulate the institution 

from the environment and to IDanage~ personally, the external 

affairs of the institution like his predecessor. In the 

fall of 196~ he relaxed his controls over boundary-crossing 

activities and began to engage the institution more fully 

with environmental interests. This occurred under pres.sure 

from the parent organization and was precipitated by the ap­

pointment of a liaison person with vocational rehabilitation 

I:!ackground. This circumvented Smith's control over informa­

tion about the organization and transmitted directly to him 

the interest of the parent organization in more extensive 

inmate change. This happened following a shirt in power 

within his own party. While be had been· defensive of his 

goals and.proud of his low escape rate, which he emphasized 

to executives of other institutions at regional conferences, 

apparently had reservations derived from oth~r perspec­

That this resulted In some strain is evident in hIs' 

response to their inquiry when he attributed the low escape 

rate to ~he weather rather than organizational practices, 

"It was a seve~e winter." 

OrganIzational-Environmental Relations 

the OrganizatIon's Image. ThIs area of execut'ive 

strategy inVolves the broadest range and the greatest n~~ber 
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'or potential interest groups. 

The predecessor who with his social service director 

undertook all organizational efforts in this area employed 

public relations methods. He addressed women's clubs and 

similar organizations throughout the state and his social 

service director prepared and disseminated release,s to mass 

media. This was a diffuse effort, but it served the, prede­

cessor's pOlitical aspiration. It also was an at~,~inpt to 

neutralize pressures emanating from the local community, 

which maintained the highest level of advertency and sal­

iency of all interest groups. This interest group was ex­

tremely potent b,ecause of traditional, local proprietary 

inter.est,5in,state facilities and because the local commun­

ity had access to the institution through l,ocal residents on 

the staff. Event's such as escapes required the aid of local 

law enforcement authorities, e.g., the successor, in appre­

hending escapee,s. Thus the community was well informed about 

organizational events. 

Among other interest groups few had, access to in­

formation a~d opportunity to 0l:!serve the, institution. These 

groups inclUded the Citizens' Committee, the legislative 

cOmmittee assignea to penal institutions, other committees 

aSSigned to study fustitutional conditions, representatives of 

the parent organization, and sheriffs responsible for deliv­

~ring inmates. But the above interests coul~ cbserve the 

institution only at infrequent intervals and then only for 

of time" Their sal~Emcy was related to the 
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""political 1mp11cat1ons of organizational events, the correc­

t10nal program and the care of inmates. Their .potency de­

pended upon influence over appointments, access to the pub­

lic and mass m~ldia and sanctions over resources (funds and 

inmates). The :Citizens' Committee ,depended upon prominent 

members, who included the eventual governor (at the end of 

the stUdy) and ties with a national organization. 

It is obvious that the large number and wide range 

of interests constitute an organization set which the organ-

ization could contemplate and manage only w1tJ~ difficulty. 

The public relations methods of the predecessor tended to 

maintain distance between the organization and elements of' 

the organization set. In addition. it was a technique with 

minimal potential for exercising influence.1,B,9 The sali­

~n~~ of political issues and the minority position of Jack­

son's party provided a situation pregnant with risk and lim­

ite'd in promise. 

Under Smith, the local area became an ally. which 

enabled ,him to focus his energies on interes.ts he was likely 

inflUence successfully. Since the advertency of 

7 ' 
E. Katz and P. Lazarafeld, Personal Influenc~ (New 

The Free Press, 1955), pp. 1-100. 
B ' " . . 
E. Litwak, "Policy Implications in Communications 

Theory with Emphasis on Group Factors." in Behavioral Sci­
;nce Jor Social Workers, E". J. Thomas (ed.) (New York: The 

reel:'l"ess, 196n. pp. 103-ii1~ , 

, 1E. Litwak and H. J. f.leyer, itA Balance Theory of Co-
: ~r~i~at1:on j3etwel:!n Bureaucratic Organizations and Community 
'r66")rYGroUPs''''~istrative Science'Quarterly, V (June. 

,pp. 41-53. ' 
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institutional behavior i$ slight for most social and fra~ 

ternal organi~ations, the threat that they posed to the or­

ganization's image was minimal. The local environment was 

helpful 1n apprehending runaways without bulletins to mass 

media. Amo~g interest groups whose saliency was contingent 

on po~itica1 issues, the dominance of his party limited 

sanctions. Local interests, legislative interests. and par-

ticularly the legislative committee had supported tradi­

tional perspectives of correctional programs, i. e.. protec'­

tion of the local community, adequate (though minimal) lev­

els of care of inmates and overt compliance. Therefore, it 

~s necessary to examine regional trends that might reflect 

any shift in perspectives during this study. 

During the eight-year period from 1951 (immediately 

prior to the appointment of Jackson) to 1965,' legislatiVe 

performance i~dicated. continual pressure for more liberal 

and prog\essive legislation in the area of corrections. i.e .• 

increased rationality in administrative st.t'ucture. increased 

humanitarianism and concern with human rights, increased 

differentiation of offenders and increased support for prO­

fesslonallzation of staff. Not only was there continuing 

pressure in the above dlJ;'ection. but there also seem'en to 

be increased public concern and s1:1pport. at least to the 'ex­

tent th,at t,!le' passage of legi~lation signifies. accommodati()~ 
to the public's WiShes. lO .. 

Accordingly~ traditional 

10 ' " .. . 
bv t,he A bill to eliminate capitol punishment was passed 

~, state legislatu,r~ 1n 1965. A measure to revise the 

";"~ ..• 
-~ ............... .-.....: .... 
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interests alluded to above were losing potency during these 

eight years, and groups such as the Ci t1.zens' Committee, 

child welfare interests and juvenile courts were gaining in 

potency.11 ~other example is provided by the fact that there 

had been no formal juvenile court judges' association prior 

to the ,fall of 1961, thus Judges' influence WaS exercised' 

individually. Interviews ,~ith about half of the juvenile 

Judges indicated ~!'eat heterogenclty in background, court 

practices and views of juvenile corrections. 12 

crimina+ code, providing assistance in the defense of al­
leged offenders and protecting their rights was also passed 
the'same year. Both of these measures had been proposed at 
several earlier sessions. 

llA measure written by the, CiJ:;izens' Committee in 
1951 contained provisions for: (a) an autonomous department 
of corrections, (b) a non-partisan board to set policy and 
govern the appointment of the department head, (c) profes­
sional personnel ,at the upper level of the departme~t, (d) 
a merit system for lower level personnel, (e) control over 
adult probatipn and parole, and (f) elimination of the 
state board of probation and parole. The meas'ure had not 
been referred out of committee for passage until 1965, when 
it was passed. However, state administration argu.ed tliat 
~he proposal had to be modified to secure passage. Charged 
with aiding the committee was the governor's special assist­
ant, who was head of ,the parent organization. In its final 
form only provisions "e" and "f''' were retained. 

In its original form 'the above meas'ure would have 
reduced the parent organization to responsibility for only 
eleemosynary institutions (Homes for the Aged, Deaf, Blind, 
etc.) Obviously there was a conflict in inteI'est for the 
head of the parent Qrganization. 

The' events above" illustrate the difficulty of ne­
gotiating change with established interests and the impor­
tance of local proprietary, lnteres'ts and patronage in the 
serV,ice programs of the state. Nevertheless the' legisla-
tion can be interpreted as a compromise step in the direc­
tiion sUpported by the C1 tizen~i:Commi t tee and other progres-. 
S ve correctional interests. " ' 

12 . 
c di . ,A stratified, random sample of courts) ordered ac­
or n@;"to':!iel1nQuency rates, incarceration rates and geo­

graphic' area. was employed. 

~' ' 
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Although Smith had a large number and range of in­

terests 'to contemplate, shifts in the structure and potency 

of some interests made it possible to influence their per­

spectives and more efficiently provide them with information 

about the institution and its program. Under the auspices 

of the parent organization, the heads of all juvenile insti­

tutions attended conferences for juvenile C';{)urt judges. 

Executives of correctional institutions not only had an op-

portunity to listen to the same speakers that had been 

brought from outside the region, but they had an opportun­

ity to discuss their programs and to present inmates to tell 

what it was like. The intervie\,ls with judges revealed that 

few had any firsthand ,knowledge of t~e institution previous­

ly: Sessions like that mentioned above had the potential 

for offsetting other sources of information and gaining sup­

port for the lnstitution's program. 

The situa.tion for· Smith was one of decreasing risk 

and inc~easing promise, although the shift within his own 

party C'.l'eated uncertainty until he was re-appointed. His 

co-optation by the pareht o~ganization and the exposu~e of 

Smith and his executive core to comparative reference organ-

.izations at regional conferences for Juvenile correctional 

institutions contributed to the modest change in goal em­

Ph~Sis~ e.g., somewhat more inmate change. The reduced dis­

t~nce between the organization and 'some elements of this or­

~~nization set increased the exchange of influence and 

legitimated the'imodest shift in goal emphasis. 
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Securing Funds.--Jackson desired funds for improving phys­

ical, facilities ~ in paTticular a swimming p',ool. He also 

wanted to improve buildings at the institution and, in ac­

cordance with criticisms of the Citizens' Committee's study. 

sought fun,ds to improve vocational education. He was as­

sisted by his new social service director in his ext~a­

organizational efforts. As a state agency. the institution 

was guaranteed at least a minimal level of support. Many 

departments competed for the state's revenue and the share 

allocated to each was contingent upon ability to establish 

the importance of the department's activities, and deter­

mined its portion of the state's income. Influence de­

pended upon the interests mobilized to support each 

agency • 

Correctlonal programs in general have tended to rank 

low among states' activities. In part becaus,e the public 

has been reluctant to "reward" wrongdoers and in part be­

cause of the tendency for correctional programs to keep out 

of the main stream of "public attention. This would seem to 

be the case for juvenile corrections, as well, but less so, 
, 13 

to the extent concern with children and youth prevail. 

Further, traditional interests and ideas about corrections 

;;.re well established in c,o,rrectionalprograms. Consequent­

ly, mObil1z,ing supp~rt and increasing the s~are of resources 

allocated to such pro~~ams demand a high level of commitment 

13Zald , op. cit., pp. 57-67. 
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The effort expended by the predecessor in order to 

increase his appropriation was not extensive. He did not 

attempt to secure the support of "progressive" interests, 

such as, the Citizens' Committee or the Child Welfare Divi­

sion of the State's Welfare Department. He sought the sup­

port of, his former colleagues in the state legislat.ure and 

tM help of 'the parent organization. He used political 

means to seek support in a situation in which they could 

not work, Le ',' as a member of the minority party. He was 

not successful in obtaining the increa3es he sought and he 

was unable to obtain the desired facilities. Jackson indi-

cated that the county in which the institution was located 

did not have sufficient votes to provide the bargaining 

power for an increase in appropriations.
15 

However local interests in state resources were 

mediated through the political parties. Local representa­

tives built their records in part on what they could obtain 

for the area that they represen,ted. Obviously it is diffi­

cult fOr a minority party tb secure "its share" for the 

areas it represent.,. Further, the appolntmen~ of an execu­

.tive from outside the local county con;;.t1tuted a diversion 

Qf the local appropriations. In light ot the manner in 

"pork bar~eling" operates (to sustain the dominance 

14 . 
Ohlin, bF. ciL. p. 128. 

15Street. Vlnter, a~d Perrow. op. cit;, P.P. 70-71. 
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of local representatives), the .executive. could hardly ex­

pect the legislature controlled by the opposition to provide 

the means for facilitating his political aspirations. 

The advertency of correctional programs tended to 

be low for legislative appropriations' interests. The 

saliency was contingent upon political considerations and 

the potency was a function of political dominance. The.re-

lational technique employed by, the legally constituted in-

terests governing the allocation of funds to the institu­

tion was through budget hearings, parent organization re­

ports, the aSSigned legislative committee, local legisla­

tive representatives and the political party structure. It 

is the last mentioned that influenced appointments and to 

which the executive had a commitment. Illustrative of the 

manner in which ~nability to dominate legislative processes 

afr~cted resources, appointments and programs was the ac­

tion of the legislature in refusing confirmation of the 

governor's initial appointee to head the parent organiza­

tion. 16 

Smith employed a similar boundary structure for se­

curing funds, but operated under opposite conditions. He 

represented local interests and ,what he asked for was inter-

as an allocation to the community in which the 

16' . . . 
The governor's initial candidate tried to imple­

menta more effiCient institutional structure in the state; 
but, because he disturbed established interests and threat­
enedr local proprietary rights, the legislature refused to 
COn irm him. . 
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institution was located. In hiring local residents and 

s,eeking contracts for local interests he co-opted their sup­

port in behalf of the institution. He engaged in some lob­

bying with legislators, but focused his attention on the 

legislative committee for penal institutions. Because of 

his personal influence with a prominent member of the legis­

lative committee on appropriations, lobbyin~ legislators was 

unimportant. 

The successor employed private persuasion and co-

optation of local interel.',ts to secure the financial support 

required b,Y his program 'in the institution. In a few years 

he was able to double J'ackson' s appropriations. During 

Smith's regime new wat'er lines had been installed, a new 

main conMcting the i!(lstituti?n with the water system in 

the nearby community was obtained (also, enabling the com­

munity to seil more water), a new boiler had been provided 

and funds were allocated for a new sewer system. 

Most of the increases were for facilities and im-

provements of the physical plant, but funds for additional 

staff allowed Smith to extend the vocational program. The 

economic recession that took place during the administra­

tion of the ~redecessor was replaced by an expanding economy. 

A cOfuparison of the gain in appropriations with the total 

state budget and wi.th appropriations of other spending units 

indicated that only one third to one half of the increased 

appropriations could be attributed to increased prosperity, 

thus the: balance of the increase accrues to Smith's efforts. 
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~he chief change among the interest groups that ha4 

relevance tor funds. was 1n the legislative dominance of the 

party that controlled appointments. The interests to which 

Smith attended had greater potency and were able to control 

funds in a manner to Tacllitate dominance. The fact that 

he had ties with a member of the legislative appropriations 

committee increased the salience of the organization to leg­

islative 1nterests and to the parent organization. However.. 

like his predecessor, he did !!9!. seek the attent10n and sup­

port of other interests that were committed to more progres­

sive correctional programs. The major distinctions between 

the two executives in this area are the more restricted and 

focussed efforts of the successor J the increased saliency to 

and potency of the interests to which he attended, and the 

congruency of ~ocal interests and his efforts for ~he instl­

,tution.In essence Smith facilitated the integration of 

grass roots and upper echelon perspec'tives and interests. 

Staffing the Institution. In this area the predecessor used 

the same boundary structure as in other areas of Institu­

tio~al needs. The chief problems that Jackson faced we.re 

the pressures frail! the party f'oI' more pOSitions than were 

ava!lable and thereferrai of personnel that he felt were 

unSUited for the Job .17 His program did not require special, 

edu.cation os training. except for teachers ~ and the reces-

3ion made' recruitm€~nt easy. Implicit in the patronage system 

.17Streeti~ Yl!lter, and Perrow, op. cit., pp. 70-71. ' 
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is the notion of obligation and loyalty to the source of 

the appointment •. To the extent that Jackson had to accept 

recommendations without choice, the loyalty of his staff and 
, 

their commitments were to other factions and geographic 

areas than. Jackson's. His anti.-.60cial worle and anti­

professional bias precluded the problem of recruiting such 

stafr in the face of inadequate salarie:s and working condi­

tions. It also enabled Jackson to avoid the problem of ac­

counting'to interests whose perspectives di.rfered sh.:}rply 

fl'om_his own. However, the Citizens' Committee that com-
-"-'-:::-

pleted a st~~dy of the institution in 1957 was aware. through 

their study, of staffing policies and·''cr1ticized the insti­

.tution in their report on this account. They continued to 

relate to the institution through the jUdiciary and through 

prominent'members who had access to the l.egislature and the 

parent organization. 

The relati6nal methods of the preclecessor in recruit­

ing staff had several obs.ervable consequences. Because Jack-

son provided positions for party faithfuls after the .party',s 

defeat at the polls 1n 1958. he was obliged to discharge 

staffwhc had been held over from earlier administrations 

and who were local members of the opposition party. In dis­

charging them' he mobilized local'opinion antagonistic to the 

,institution and his administration, Because of the de­

pressed economic state. hence the value of employment per 

~ and ~he complete dependence upon patronage for recruit­

ment.his staff identified witht~~ economic aspects of 

, JI 
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their posit1ons and with the control aspects of the organ­

ization'R: purpose (which were related to Jackson's mandate 

in accession to office) .18 Jackson also faced -'dif,flculty in 

obtaining competent personnel for the more responsible posi­

tions at the institution because of the patronage' syst'em. ' 

It is true that the party exercised more control over higher 

paying and more. important positions at the institution, but 
, ' 

the resourceful administrator is not lacking.means for in­

fluencing personnei that fill important positions. In addi­

tion. it appeared'that he was more concerned about the weak­

ness that such appointments created in his boundary struc­

ture and his ability to control information about the insti­

tution than performance, especially since the technical pre­

requisites for the positions required by his operational 

mode were minimal. 

Smith, faced similar problems, but was. able to deal 

with the issues in a way that led 1;0 a different set of 

con:;~quences. His local origin enabled him to meet the 

needs for positions in the institution in a more informed 

manner. He discriminated among referrals for lower level 

staff PQsit~ons. He was familiar with the orientation and 

background or appl'icants and assured himself of their loyal­

ty. 'and of their attitudes toward children and the job in 

the instlt.ution. He attempted to secure positions for his 

own nomin~es~. , .While he was rebuffed on occa~;ton·. he was 
" 

able in the long run to either structure the! tasks or weed 

18Street j, Vinter. and. Perrow. op. cit •• p. 266. 



j 
1 " 

.. " 

117 

out personnel not suited to the operation that he was imple­

mehting,l9 

The successor was much more aggressive in seeking 

personnel to staff the institution and many of the staff 

had been approached and persuaded to take the job. Economic 

conditions were better; but, since the state tended to be 

economically depressed, the~e usually was a labor surplus. 

The labor surplus alon~ with the absence of educational 

pre-requisites for most positions eased the recruitment task. 

·His success in increasing his budget helped in securing and 

.retaining desired personnel; In order to keep salaries 

con50nan~ with those 1n similar positions in other state 

agencies he redefined some of the JObS. 20 

The successor through staffing practices achieved 

bett·er control over the extra-organizational ties of his 

staff; s.ecured personnel I'or his more important pos~t1ons 

upon whom he CQuld depend and to w.hom he, delegated a measure 

of responsibility. Of course the limited background of 

. 1 .. ... 
9The s.chool principal that he acqu1.red when he . ,. 

to~lt oyer ·the instit~tion was subjectedcqntinually to pr~s­
sure from other staff and was the butt of derision. Finally. 
in. the spring· of 1964 1n an. altercation with a Negro teachex:­
he was forced. to resign. This prOVided another opportunity 
to recommend the person that he had lni t1ally sought ann 
this time he was successful. Also, supra Ch. IV, pp. 86-87 
and .infr~ Ch. vr, p~ 142. 

. 20·· . . 
... Illustrative of this was the division 'of the cot-
tage parents' positions into two pOSitions for. pai roll pu~­
POses," By providing 'a salary for. the spoi.(se tl1at was sep­
.ar~teanq St,lpplementary to what the husband was paid ~ ,The 
pay scale was comparable to other departments of the state 
go~ernment; yetfarnilies were. reimbursed in·a manner to 
ilia e tl)e Position more attractive. . 
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Hne staff created problems 1n carrying out the more com­

pli:!x assignments, 

Managing the Flow of Inmates.--Both the quantity and qual­

ityof inmates are important to correctional institutions 

for Juveniles. The quality (range of inmate characteristics 

such as offenses., age, background, etc.) is significant for 

the fit of the inmate to the institutional program. Some 

programs may tolerate a wider range of inmate characteris­

tics than others; some programs may be contingent upon par­

ticular combinations of inmate characteristics. The quan­

tity of inmates refers to both the rete at which inmates are 

received and the constancy of that rate. Since physical 

facilities are fixed in the sho'rt run. either a high con­

stant rate or a. very high periodic rate may overload insti­

tut~onal capacity. Further J many aspects of programming do 

not accommodate well to frequent and large variations in 

the number of inmates. Large size institutions in particu­

lar. tend to employ uniform procedures appropriate for .an 

ulldlfferentiate mass of inmates in order to secure advan-

tag~~ of economy. T~ey are unable to vary the numbE!r of 

~~a.f:f .readilY. Therefore. institutions need to concern 

th:~elves with' th~flow of 1nmat.es. 

',There are three areas in which the institution may 

accolilmodate to or influence the flow of inmates. It may 

fo.cus .on ga~ekeepi~'g procedures that impinge on the input 

of inmates. :U' may var'yits 'program and the program 
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implications for the length of stay. And it may act on the 

re~ease procedur,e. ,the markets which accept the released in­

mates. Each of these areas is cumulative and interdependent' 

in its effects. Facilitating the release process by secur­

ing a large bank of homes for inmates would be irrelevant. 

if the program wer,e not prepared to release them at a corre­

sponding rate. Unless the rate,a:t Which they were received 

also was increased the population would b~ reduced. ThUS, 

variations in anf of the three factors bear on the instItu­

tion's capacity and require adjustment and coordination with 

the other two factors. Here we are concerned only with 

those aspects of operation that involve relations with ex-

ternal interes.ts. so variations in program and length of 

stay are ignored for the time being. 21 

The flow of trunates to public institutions. is medi­

ated by the courts. Theco,urt may have a higl?- or low rate 

of incarceration depending upon the philosophy of the court, 

lOcal pressures and local resources for alternatives. In 

part their act.!. vity is contingent upon the de linquency , , " , 

. ril..tes ,and the juvenile population in the area that they serve,. 
By -tpelr P~i~cies they may influence apprehension rates .. 

detentit,n rates and the 'rates of referral to the court. In : . ., ~ 

·any event:, courts .have same flexibility and engage in the 

same'type of programming as institutions. Therefore they 
: -'J 

'21 , , 
," Infra, p. 124. Variations in the quantity and 

quality of inmates had sUbtle) but :i.mportant implication. 
1'

o
rthe, orga!~izaticina1 image, the program, and environmen­tal;>;,~laHons • 

, . 
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are. the prime object of an executive's attention, when he 

attempts to influence the 'rate of flow of inmates, although 

,it is conceivable that attention could be directed to law 

enforcement agencies or to the public at large. 

The flow of inmates out of institutions is mediated 

by various child care agenciesj in the circumstances that 

we are concerned with, the Child Welfare Division of the 

State Welfare Department'and its district offices mediated 

releases. The discharge of an inmate required informing 

his home district of the impending release. They had to 

c9mplete a home study to ascertain whether an appropriate 

home was available. In. the even~ family or relatives could 

not provide a "proper" home, t·he ,agency would attempt to 

secure a foster home. 

,Jackson attended to relations with the judges 

and the courts more intensely than any other .single sphere 

oractivity.22 The ooundary structure established in this 
, ' 

area, again involved cniefly the executive, who employed 

personal contact,s with individual judges and attended JU­
'diciary conferenc~s. 23 The .court structure .of the state 

consisted of disparate j ur~sdictions, which were impossible 

to a!'fect col,lectively, except indirecj:;ly by legislation. 

The courts were extremely variedj ranging from highly in­

formal to those in which proceedings were identical with 

criminal court's proceedings. They varied in their degree 

22 . ,Street, Vinter,and Perrow, Ope cit., p. 72 . 

.. 23Ibid • 
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of punitiveness and in their sophistication and familiarity 

with modern treatment programs. They were eqll~l1Y variable 

:'n their knowleclge of the institution and few Judges had 

visited or had firsthand knowledge of' its operation and pro­

gram. 24 Their power wlthin their Jurisdictions (they tend­

ed to dominate the local political structure and governed 

the allocation of county funds) and at the state ~evel made 

their support important to Jackson, particularly in light 

of his pol~t1cal amhitions. 

A.lthough trends in de1inqu:ncy rates seem to have in­

creased the flow of deviants to the courts and from the 

. courts to Institutions, so that most public institutions are 

subjected to population pressures, this was not characteris-' 

tic of this institution under Jackson. They were able to 

retain'football playe'rs' until the season ended and, despite 

th!il criticism of the Citizens' Committee study, and com­

plaints· by the fire marshal that the population exceeded 

capac:!,ty. there was no detectable .concer.h in this area. 

While a new dormitory would have been accepted by the execu­

tive, he didn' t perceive any like lihoogof rece;t ving enough 

funds for such a project and didn 'tpressfor expanded resi­

. dential facilities. In 1957, a consultant from a federal 

a~ency to, the parent organ:!,.zation had recommended that the· 

nUmber of s.t.ate institutions for Juveniles and youth be 
. ' 

doubled, before the state undertake modernizat.1on and im-

Pt:c:vementof its. program. But at the same time, the parent 
-~ ... 
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organization was consolidating insti~utions. and placing in 

mothballs those which were too costly- t~'- maintain. 
,. + ' .·c·' 

Many' characteristics of the state suggest- that it 

should !:!2l have high delinquency rates. although some of 

these same characteristics also indicate why it would have 

.a high rate of incarceration. e. g.. low population' density, 

out~migratlon rather than in-migration. predomina!1t1y rural. 

low level .of urbanization and of lndu·strlalization. et~. 

The above characteristics are antithetJ.cal to high delin­

quency rates and are also antl~hetical to the development 

of local re~ouI'ces for deviantr;. Therefore, a large public 

facility is an economical way of providing such a resource. 

It appears that the courts were subject to considerable 

pressure J but Jackson _ could find no way by which he might 

accommodate them. 

From Jackson's statements. about the number of in-

mates for which his program was inappropriate, it; is also 

unl~kely that he ~as concerned about the quality of inmates. 

As suggested previouslY, ~is vigorous activities wi~~ the 

court were relevant to his political ambitionsj however, it 

was also a response to demands and pressures. It had been 

customary for judges to int.ercede· on behalf of families and 
I 

.:;0 seek the re lease' of an inmate, even though they had been 

responsible for incarcerating him. In part s~ch practices 

may have b~len an attempt by the jud/?e to ~xtendthe 'domain 

of the court. (Most judges in the state felt that the court 

should"have authority over release as well as over probation 
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andparo?"e services.)· In part , the practice may have been 

an expression of political influence. Whatever the basis 

for it, the executive needed to, tread gently and to avoid 

offending Judges that committed inmates and requested re-

leases of inmates. 

In managing relations affecting the discharge proc-

ess, both Jackson and his new social service director were 

active. They 'contacted the parent organization aI', d top 

leadership in the party and state administration in order 

to reduce the ba'cklog of inmates ,Iaitlng for the completion 

of home stUdies in order to be released. Tb~ social san"-

ice director," was energetic in her efforts to have home 

studies completed. 25 This involved contacts with district 

offices on occasion as, well as the ,predominant effort to 

stimulate the state office of the C,hild Welfare Diylsion. 

'Managing the flow of inmates apPeared "to be the ob­

Ject of as much effort as managing the. organization I s image. 

The large muribl~r of disparate interests both for input and 

output deman;~,ed a high level of attention and effort in or-

der to maintain relationships, inf~uence the flow of in­

mat~sal1d hand1ethej udges requests. Yet" there was no evi­

dence of any change i~inmate input or output. 

Under the successor the boundary structure inclucled 

only, the executive for dealing with input sources. In this 
. ~':,;. . ~'. . , ... 

area, Smith I sexperience as sheriff prior to 11isappointment 
.,....... 

25 " street, Vinter. and Perrow, op. cit., p. 267. 
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enabled him to relate on a personal basis with the Judges 

and the sheriffs. Th~ latter transported the boys to the 

institution and were the chief source of information to 

their home coinmunity and the court. Smith. unlike the pred-

ecessor did seem concerned about overpopulation. He com-

mented on the running battle that some of the bUildings re­

quired to placate the fire marshalL His relational 'tech­

n.lques which enabled him to control the intake process and 

to influence inmate quaIl ty, thus,· had pr9gram and through-
; 

, ·2.6 
put 1@plicat1ons. 

• 26Some of the complex and subtle implications of ac­
commodating to pressure from courts in areas lacking deten­
tion facilities and of reduc1ng the length of stay are cited 
below. 

. (a) Icplicit 1n a reduction in the period of re­
tEmtion is the notion that the inmates are not as "bad" as 
those tlho are retained for a longer period. Either they 
are more amenable to the program or they are not as danger-
O~tS • 

(b) The belief mentioned above impli.es accommoda­
tion R.'L several elements in the environment: the home COffi­
m:m.1.tymust be, willing to accept the ,inmates sooner , the 
court~ must be willing to accept the youth sooner and the 
'child welfare worker must be willing to accept the youth. 

(c) Toe notion that these are more normal boys, 
i .• e.~ deprlved rather than mean or bad suggests that the. 
danger to the community in which the institution is located 
is les:; and 15 less likely to mobilize press'ur,e for su,l'veil­
lance. , It also means tbat a less severe program will ,be' . 
toleX"ated and that institutional events may be interpretf?d 
more, readily .in a positive manner, e.g., "boys w':ll be 
boys:," rather than "lax administration." . 

(d) .lto. "be"tter'" boys being released it is pos­
aibleto relax cr,iteria .for ','approprlate" homes. Thus less 
rigorous home studies are demanded and less time is re­
qUil!ed for their completion. Although an increase in the 
casi!load of child w.eJfare wor'.<ers would also be anticipated, 
the ,1962 social security act amendments made is possible to 
increase the number of child we1rare workers. Thus, there 
waano ~ncreaseln the size of'caseloads. 

·,(e) 'The increased capacity tc;> remove offenders 
from the local community reduced pressure from law enforcement 

, .".'.''''.' 
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Some of the Judges mentioned knowing Smith p.ersonaJ,­

ly and indicated that they called hi,m when a former inmate 

was coming up for a hearing. They would ask about the boy 

and seek the executive's recommendation in disposing of the 

case. Sr;lmetimes Smith would say, "Don't send him back 

here."Judges also pointed out that Smith would call them 

to let them know when a boy that they had committed was be-

ing released. The reference to making a recommendation sug­

gests as'much concern with the quality aspect of inmates as 

with quantity. This was also apparent in the concern that 

Smith expressed one time when the institution's population 

dropped below two hundred. Then he was worried that a lower 

'population might lead to a reduction in his budget, which 

he associated with per diem costs. 

The successor introduced two changes in the intake 

process that had, implications for the flo'" of'inmates and 

relations with the courts and law enforcement agencies. He 

invoked a progran. of processing new boys on oniy certain 

days and at certain times during the month. His rationale 

was that he ~/anted to be i;uretbat space was available in 

the appropriateresldence, also that, since special activ­

ity was required to process new boys, ample staff would be 
I . 

available. It did facilitate the programming of staff 

officers and the community on the courts. It also reduced 
jritlcism of local detention practices (keeping children in 
all);,) For evidence of the affect on inmate characteris­

tlc~;/'a'nd the type of c.ommunities providing these inmates, 
see Table 20. Chapte;[' VI, p. l~l. 
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activlty~ but it also ass~rted the organization's control 

over ~he intake process and permitted more integrated indoc­

trination tif new inmates. ,The process could deal with sev­

eral boys at one time rather than a single boy at a time. 

Smith complained that the previous procedure permitted 

sheriffs to arrive at any hour ,of the day or night, when in­

take staff was not available. inmates would be placed in 

any dormitory and would later have to be moved. The new 

policy would have fe.rced many comm\lnities to keep children 

in jail (since proper detention facilities were not avail­

able). if the number of admissions had not, been im:reased. 

Crlt'1cisms of local community detention practices had al­

ways been directed at th~ courts (the most direct and ob-

servable cause). rather than the institution. 

Another change that occurred was the formation of 

an: AsS.ociation of Juvenile Court Judges. This provided an 

arEma f.or judgef; to discuss and compare ~deas. Smith at­

tended .these sessions and was' able to influence the atti-

tudes Olr some judges 'in r-egard to the type of inmate at the 

ins't1tutlon and the inmates response to the program. The 

level 01\ investment .for him was high in this area, but the 

personal relationshlps that he had with many of 'the Judges 

and the o'levelopment .of a collectivity toward which he could 

direct hi.s at.tention made his task in this are<).easier than 

it had be.en for his predecessor. However. 1n exchange for 

.infl\lence o~er the type. ~finmate provided by the. courts 

andcont:[',ol over the intake program. Smith had to handle a 
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20% increase in the annual commitment rate (300-310 per an­

num in contrast with the earlier 250-260) without commensu­

rate increase 1n facilities. This was accomplished by a .re­

duction in the length of stly, i.e., 8-~ months instead of 

the 10-11 months under Jackson. ' 

Smith had the same problems as Jackson in facilitat­

ing the release of inmates. Howe'Ver, he used his social 

service director both to obtal'n information on new inmates 

and t'd spur the, completion of home studies. Early in his 

tenure he operated through the parent organization with only 

limited success. Better communications developed after the 

change in leadership in the parent organizatio~. and after 

the State Welfare Department ,extended its in-service :train­

ing program fo'.:i new and existing workers) particularly fol-· 

lowing the appointment of a professional to di,rect the State 

Welfare Department. Child welfare workers who, were to pro­

vi9,e par6le services and to make the home'studies visited 

the j,nstitution as part of their 'orientation tr!1.1ning. De­

Illands at the state level, had more meaning and the delay in 

processing releases was sharply reduced. He als() instituted 

an advance notice system, which alerted the Child: Welfare 

DiVision that a r.elease was being considered, bef()re it be­

came official. Instead of sending forms to the parent or­

ganization, waiting for their return and then initiating a 

request for a home study ,the request for the home .stU.dy was' 

forwarded at the same time the release request went to the 

~arent organization. This resulted in completed hODle studies 
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beiiig received by the time that the parent organization ap­

prov~d the ~~lea.e. 

The social service director, because she had-been a 

district director 1n the s~ate welfare department atone 

time and had a part in the intake operation (obtaining rec­

ords from the courts and t'he Child Welfare Division) was in 

art improved position to relate to these agencies and was 

'success·ful in speeding home studies. 

Smith's efforts were distinguished by the influence 

of his personal relationships which stemmed, ~rom his prior 

experience and a more thorough-going effort to influence 

the courts. His success was in part made possible by the 

,~~ development of a more integrated court system, which still 

manifested a: wide variety of views and practices; but the 

emerge'nce of this vehicle for increased integration mirrored 

a regional trend and facilitated Smith's efforts to influ­

ence the flow of inmates. 

The increased potency of the courts' interests aris­

ing from such a development is obvious. Saliemcy was con­

t~.ngent ihpart upon the availability of local detentionre-

Sources and the courts dependency upon the institution. 

Thus it was c,,:>nsfderably hi,gher for those courts with.,high 

delinquency rateS and high incarceration rates. Saliency 

was also related to program aspects (particularly length of 

stay) and organizational capacity. Advertency was not high 

of the remoteness of the institution and limited ac­

information about organizational act'ivities. On the 
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.other hand, the Child Welfare ?ivision, because of its cen­

tral state office and t)'le direct relation between worker's 

and released inmates was characterized by high' advertency 

and high saliency in respect to institutional activities. 

The worker had to provide services to the released youth, 

so almost all aspects of the program were relevant. Since 

the worker's load was contingent upon releases from the in­

stitution, the workers were highly sensitive to the rate of 

releases, the length of stay and program implications for 

the inmates. 

Summary: Comparison of Extent and Areas of 
Environmental-Organizational Influences 

Jackson's administration was marked by greater con-

trol of boundary transactions. His boundary structure was 

more restricted, in that with the ,single exception of his 

Social Service Director, he was the only member of the or­

ganization who engaged in official extra-organizational ac­

tivities. The relational techniques that he used as role 

performance mechanisms may be characterized as those whlch 

restricted observability; rather than tho~e which would fa­

cilitate either influencing the demands andpressur~~ on the 

institution or accommodating to selected demands and pre­

S)lres .• · They were consistent with propositions stated 'previ­

Ously and they implied a series of consequences i'or the or­

ganization and the executive. 27 ,28 

27Supra, Ch. IV, pp. 89-90. 

~8,Street, Vinter, and Perruw~ op. cit., pp. 36-88. 
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The consequences are evident in several areas that 

were pertinent to opganizatlonal development and the career 

of the. executive. The limited resources allocated to the 

institdtion, the criticism af the executive activities and 

some features of his more severe program are symptoms of 

these consequences. In restricting observability, Jackson 

not only avoided external fnfluences from impinging on stafr 

and his probram, but he denied himself information on pre­

vailing trends (the emerging influence of progressive cor­

rectional interests) and lacked guidance for his external 

efforts. He failed to make the ins.titut ion an asset to his 

party and did not enh?~ce his position within the party •. 

which would have protected his career interests. Instead 

of seeking new alternatives' in his "foreign relations" pro-

gram he was caught up in the tradition~l methods of the dom­

inant pa.rty. In lieu of seeking local support (essential 

in the pursuit of precarious values )~9 anc;l attempting to 

broaden the potential base of M.s support by alliances with 

non-political interests, hisactivit"ies provided local is­

sues that were detrimental to his party and his position 

within the party. They perpetuated local perspectives. 

The consequences of Jackson's efforts became part 

of the mandate for his successor. Smith avoided public 

speaking engagements out of the local community, exploited 

29Burton R. Clark, "Organizational Adaptation and 
Precarious Values: A Case Study," American Sociological Re­
Vi!!.!, XXI (.Tune, 1956), pp. 327-3361 

I' 
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personal influence to affect resources (staff, funds and 1n­

mattls) and attempted to modify the severity of the program. 

He engaged more of his staff in boundary-crossing activity. 

thus exposing them to conditions which raised questions and 

'afforded alternative'reference models. Nevertheless, they 

did not appear to have surrendered their identification 

with the simpiistic approach that had been traditional at 

the instHuJdon. ' 

Smith's low-keyed efforts were more. focusse:d. more 

private. and particularistic. He retained the support of 

the local community, but was rebuffed ill his efforts to make 

community resources z.vailable to the inmates. His attention 

"as directed toward c'oordinating the work of outside con­

tractors at the institution, but he did not ignore instit'u-' 

tional needs. ~e. too, used relational methods as role per-

formance mechanisms that predominantly were characterized 

as re~ trictive of observabil1ty. But he managed this by co­

opting the local community, representing its interests and 

employing its residents. Gradually, with the ,support of, 

as well as s'ome pi>essure from, the parent organization, out­

side interests obtained access to, the institution. e.g., 
., 

testing services from the n~arby university. representatives 

of the Job Corps and Vocational Rehabil1tation a'nd child 

velfai'e worker.s. Smith's, relational patterns retained fea­

tures that restricted observabil1ty; they also included fea­

tures that, on one hand, facill tated modifying the demands of 

elements in the 'environment and,on the other hand, 

"" . ~ : ' 

. , 

.; " 
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contributed to organizational accommodation to some envi­

ronmental demanfts. 

The consequences of Smith's efforts also had implica­

tions for organizational development and his career. The 

support. (increal3ed budget, low level of criticism) that he 

moblliz·ed for the institution's program increased his impor­

tance.to his p~ty; so, despite a power-shift within the 

party'he retained his position and enabl~d the parent organ­

ization to engage him in a more extensive program. His man­

agement of relations with the local community increaSed the 

tolerance of local residents slightly for the somewhat more 

liberal program. .His relations with the courts demanded mu:­

tual accommodation and more than any other sing;le :factor re­

veal the institution's respons.e to societai trenos toward 

huma~itarianism •. rationality , and 'professionalism, e.g., 

adapting to population pressure and securing control over 

the type of inmate and the intake process. 

The .ol'e;:mlzat;ion should reflect these :l.nfluencesin 

its.technolo~ .st<!:ff SUb-system res~onses and inmates 'sub­
if 
'systems responses. .For example ~ staffing practices and the 

presence of outsiders implY,on o~e hand, unchanged stafr 

per'&pectives, b'U.t greate~~ diversity; on the other hand, 

greater restraint in the eXE:rcise of severe sanctions. We 

shoUld expect to find a shift in' the importance of various 

. staff grou~~, wlthvocational and educ:ational personnel as­

suming greater prominence and farm and work supervisors 

less prominence •. The inmates should be more suited to the 

Conformity program, e.g •• more accepting of deference and 
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obedience and less' likely to develop oppositional informal 

groups. 

Although progressive correctional interests grew in 

prominence, the e~asculation of the legislation ~stablish­

lng a Department of Cor.rections indicates that those inter­

ests are still subsidiary to local proprietary interests and 

political interests. Further, the role performance mechan­

isms are consonant with the goal emphases of the executives, 

reflecting their background, their mission and the organiza­

tional character, and leading to identifiable problems both 

within and outside the organization for the institution and 

the executive. The problems of protecting the organization­

al image, recruiting staff, securing funds and managing the 

flow of .inmates are hazardous. Isolating the, institution 

'presents one set of problems. It does no~ necessarily pro­

, vide 'the ex'ecutive securi'ty and certainly not opportunity. 

Igl1ora~ce of' changes in advertency, saliency and potency of 
, , 

'variou~ interests 'mar leali to seri~us repercussions. ,The 
'" " 

aiternate coui-se ,is equ/l.lly hazardousj for an expanding 

rapge of interest's provide just as much opportunity for mis-. . .... . ' .. 
judgement and, similar con,sequences. But, at least,. acc'ess 

, , 

to, informatIon provides some basis for accommodatIng to the 
, .' , " '. . . :, 

'changing pressures,e'-g., the, successor,'s survivai"thr~ugh a 

change in s~ate admInistrations and signs of ideologlcai 

'convergence by the, institution and its environment. 



CHAPTER VI 

THE ORGANIZATIONAL CONSEQUENCES OF 

EXECUTIVE INTERNAL STRATEGIES 

Introduction 

In this chapter there are three foci: (1) the or­

ganizational technology, (2) staff perspectives and rela­

tions. and (3) the inmate perspectives and relations that 

follow from the st~ff persp:ctives. The organizational 

technology is the sta~f-design for what Street considered 

"imp1ement1ng the organizational thrust."'l It is implicit 

in the balance and integration of the goals that the execu­

tives have specified and it is how the executive intends 

the organization to attain those goals. Accordingly, we 

compare each of the above areas of our two executives' ad-

ministrations to ascertain the manner in whic~ organiza­

tional technology and organizational behavior reflect the 

administration of each e'xecutive and the areas of similar-

i~y and d~fference. 

The organizational technology ,refers t'o the pattern 

of staff effort employed, to attain the organization's 

~Str~et, Vlnter, and P~rrow, op. 9it., p. 93 • 
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purposes. It includes the kind of staff procured, the divi­

sion of labor within the institution, the allocation of 

authority and autonomy to staff, the procedure for inculcat­

ing orgariizatlon goals and the communication and coordina­

tion techniques that are used. 

'l'he type of stafr (the range of their experience, 

training and education) determines not only the range of 

program :9.ctivities that they are capable of undertak~ng; but 

also the appropriate management techniques. Thus, starf 

qualit1.efl signify the type and extent of inmate change con­

templated and some aspects of administrative style. The di­

vision or' labor, in part, reflects the necessities or man­

aging a rElsidential center for youth and the requirements 

for their care and education. But the range of tasks, the 

extent of differentiation and the degree of specialization 

also depend upon the complexity of organizational goals, 

i.e., the type and extent of inmate change sought and the 

variety of apecialized activities that are included in the 

~n8titution's program. 

The allocation of autonomy, authority, and resources 

to various departments indicates the relative importance or 

their contribution to the ~rganizational purposes. These 

allocations reveal the executive's conridence in the staff 

or the dep.3.~'tment and also yield information about the exec­

utive's adrrdnistrative style. The procedure for inCUlcat­

ing organizational goals Informs us further of his admin­

ll:it;:r.ative style and mirrors his understanding of human 

:1 
, 
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behavior. It provides a model for staff behavior and tends 

to promote a spe cif1c rangl!! of responses to the Job and to 

the organization's purpose. 

The communication and c;:oordination techniques err.­

played also provide a modEll for staff; but they particularly 

bear on the clarity and ul'lderstanding of policies and direc­

tives among staff ~nd detlllrmine areas of ambiguity. conflict 

and tension among departmJ!!nts. They are central to the in­

tegration of staff and the consistency of organizational ef­

fort. Therefore, they dE:termine the level of organizational 

<energy devoted to organi.mational maintenance. and the energy 

available and devoted to tasks essential to the organiza-

tion's purposes" 

Staff perspectiv!;s of the organization's goals, of 

delinquency and of ways I~f affecting inmate behavior cc>ndi­

tion the behavior of staW! toward one another and toward 

inmates. They provide c;l~iteria for ,responding to the acti v- . 

It1es of employees of other departments, define appropriate 

activity for staff and the relatlve importance of various 

tasks Which have been asi!iigned to stafr. The effectiveness 

or recruitment and of incLoctrination of staff and the ade­

quacy 01' the communicaticlps and of coordination techniques 

are'l'eflected by staff pe.t'spectlves. They are the expres­

slon of: the executive' 5 ibtentions at the operational level, 

where .all the contingenci,\tS .of dally events, unanticipated 

events. and inexplicit dem~\,ndshave their nexus. They re-

veal areas at the operational level where executive 

, ... ~'-' ' ." 
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programs depart from t~~ executive's ideals, how aspects of 

organizational technology contribute to that divergency, 

and the antecedents of inmate perspectives and relations. 

Inmate perspectives and relat~ons denote the views 

that inmates have of staff and of the institution and the 

responses to the attitudes of staff and to staff treatment, 

respectively. They include the inmate sUb-system norms 

about appropriate inmate behavior and reveal the extent of 

sub-system fOl'!lIation and solidarity. 'In a larger sense, 

they are an index of the institution's achievement ~ith 

the inmates, ref.lecting whether the structure implicit in 

the organizational technology has fostered pro or anti­

institutional orientations. If it is the former, we pre-

sume that inmates will integrate the institutional experi­

ence within their personal operative modes in a manner 

which facilitates accepting legitimate means for achieving 

institutionalized goals. 2 If :It is the latter, we presume 

that the inmate has rejected the institutional experience 

and has been further alienated from legitimate means for 

achieving institutionalized goal:;. 3 _ 

The Executives and TheirOrganiza­
tional Technologies 

The goals specified by thE! two executives required 

2R• K. Merton, "Social S,tructure and Anom;te," in 
§£cial Theory and Social Structure (Gl~ncoe, Illinois: The 
Free Press. 1957>. pp. 131-194. 

3Ibj,d. 
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minimal staff expertise. Jackson, the predecessor, opposed 

the use of professionals in his program and Smith, the suc­

cessor, after recognizing some of the problems faced by his 

staff, was interested in acquiring some professionals for 

his staff; but he was uncertain about how they could be in-

.corporated into his program. Deference and complianc~ were 

the bases of staff performance for both executives, but 

Jackson was more likely to condone overstrictness,4 while 

Smith was obliged 't;o avoid the harshness of his predeces­

sor's administration. and on occasion suspended or dis-

charged employees who had been too severe. 

Findings on Organizational Structure.--Survey and file data 

supplement observational impressions and in part co·nfirm 

propositions about the background characterif!tics of staff. 

their role definitions »the dist·ribution of power. depart­

mental structure and interdepartmental tensions. 

Staff Size and Staff Background Characteristics.--Tables I 

and 2 compare the size and background characteristics of . . 
staff d~ring the tenures of the two executives. 5 The in­

crease in ,the number of positions. reflects the impact of 

the increased budgets of the successor. The distribution 

of additional staff among institutional tasks reveals the 

program emphasis of the successor and the similarity- of th~ 

staff resources required by the programs under each executive. 

4St~eet. Vinter. and Perrow. op. cit., p. 94. 

5Supra,. Chapter II. pp. 27-28. for Tables 1 and 2. 
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The increased age and tenure of employees reflect the 

greater length of the successo~'s tenure and the re-employ­

ment of former employees. 

A number of implications may be derIved from the 

above changes. Expansion of the farm and maintenarice staff 

under Smith provided resources 1'01' improving the ob,1ective 

1:'.nd visible accomplishments of the organization. ;\qrlitiori­

al vO,cational instructors facilitated extending vocational 

education and integrating it into the total program. In 

general, the incr~ase in staff size with the same size in­

mate population tende~ to reduce the span or inmate control 

tor institutional stafr .~d increase staff-inmate interac-

tion. TWo consequences may be hypothesized from the above 

changes: 1) they should lead to a reduction in stress on 

staffj 2) they should lead to improved stafr-inmate under­

standing and approval. 6 

The survey data do not include students and resourc­

es from the nearby uni versi ty use.:i during Sml th I S adminis­

tration ror testing and for providing information in plan­

ning vocational rehabilitation of inmates. Nor, do the data 

include other outside personnel brought in to classify in­

matt-,s for the Job Corps and ether EOJ;. Progl.'ams. 7 Although 

these outside r~sources were onl¥ appended to the 

6G• C.Homal1ll, The Human Group (New York: Harcourt, 
Brace and Co.. 1950). 

" -7The irr~gularity w'ith which such reso~rces appeared 
al'\d the diversity' of their headquarter made it impossible, to 
,Plan for their inciusion in the staff surveys •. 

-, j 
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institutional program. they had some clearly observaQle et~ 

tects. The number of the personnel involved precluded statt 

control over communications between inmates and ou~sider~. 

thus tending to mitigate the severity ot staff sanctions 

and the extent of deference required by staff. The activi­

ties also helped pe~suade inmates of the institution's con-

cern with the~r·future. 

Nevertheless. Smith had not improved the quality of 

institutional staff. In part that may have been due to lim­

itations in the local market and restricted funds (which was 

also true for his predecessor). But with his increased 

budget and the proximity of three or four colleges. he in­

creased the use of better trained and younger personneL 

However. despite such increased resources and their impa~t. 

Smith retained the simple internal structure and avoided 

the extensive internal accommodation to the influence that 

younger. better educated, more professionally oriented 

staff would have required, if they and their tasks had been 

incorporated ... ·:!thin the institution • 

. 
The Division of Labor.--The departmental structures used by 

both exec.utives were similar in ar~"'!1.rance, but the succes­

sor added a department of buildings and grounds, consonant 

with his emphasis on the physical facilities, and restruc­

tUred the allocation of authority. Jackson retained close 

contro::;': over all phases or the insti tl;tion' s operation, di-

::ctly supervising 'all staff activities. 8 In contrast. Smith 
8 . . 

s ~~reet. Vlnter, and Perrow, op. cit., p. 105. Also, 
.ee FigurE;s 1 and~, su'pra, pp. 25-26. 



l' ' 

" 

141 

dir~ctlY. provided task leadership only for the farm program. 

, the mine operation, bUilding and grounds. the busine~B of­

fice and the ed.ucational program. He developed policies in 

consultation with his department heads and worked through 

the department heads. He recognized competence in their 

specialties and focussea upon the implications for external 

relations. He exercised socio-emotional leadership over 

other activities and delegated conSiderable authority to the 

assistant director. The assistant director was responsible 

for a,range' of institutional tasks~ In particular, those re­

lated to the care and wanagement of inmates. He acted as a 

department head to cottage parents. anrt also coordinated the 

inmate intake and assignment process. 

Table 2 indicate's the range of positions to Which 

staff were assigned. Cottage parents during ,both administra-

tions supervised the care and, sustenance of the inmates. 

During the predecessor's administration they had consider­

able freedom to apply negative sanctions to secure conform·­

tty w1~h the rules and their orders. Under the succe:?sor 

cottage personnel had more freedoD in relating to the boys 

and in planning activities for them. They were more re­

stricted in the use of negativ.e,sanctlons, and particularl){. 

in the three cottages for the younger ann sm~ller inmate,s. 

constructive programs were initl(l,ted by the 'cottage parents. 

e.g •• crafts, •. games. scouting, miture study. s,oap-box derby 

entries. etc •. 

. The educational programs under both exec~):tives were 

,._fi 

n, 
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des1gned merely to meet state laws governing the educaticn 

of youth under sixteen years of age and were not central to. 

the institutil:ln's obJecthes. With the appcintment cf his 

own candidate tor the pcsiticn of principal (in the fall. 

1964). Smith expected him to. plan and manage an educaticnal 

program that liculd emphasize the vccaticnal training of in-

mates. 

Teachl~rs carried out tasks that we:re traditicnal 

during both administrations. Under the administraticn cf 

the successor. the new principal mcved vigcrcusly to secure 

additional informaticn on the bcys and to integrate academic 

" ~nd vocational prcgrams in a manner that was more consistent 

w:Lth both the opportunities and the potentials or the boys. 

Edu:r.ation was emphasized for its contributicn to pcst­

release er.onomic stability of the inmates. and when negotia­

tions to provide access for a few inmates to the local high 

schocl broke down. the execut~ve reacted by terminating a 

local, adult recreatio.n prcgram's use of the institution's 

gym facilities. 

The large number of administrative staff .that par­

ticipated 1n intake intE'rviewing (soc;:ial service directcr. 

chaplain$ social service clerk, assistant director, and on 

occasion the executive) reveal both the importance attached 

to such inrol~ation and the uncertainty about the informa­

tion required and how it ought to be obta.ined. 

The social service director did not exercise much 

influence on internal policy decisions. but the chaplain did. 

, , 

'1 
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For almo~t ~hree yea~s. during the ~dmlnistration of the sue-

'cessor, his interpretation of inmate _behavior-and recommenda­

tions about handling inmat,p..s usually were heede::d. He was a 

r~pository of prior institutional practices and decis~ons 

and .hadsel~v,ed in a: similar capacity under JacksOn, the 

predecessor. He was among the staff with whom that execu­

tive shared the findings or the earlier study.9 

The successor also modified the system of differen­

tial ranks among inmates and made the grading system used by 

staff more explicit and objective. The status system among 

inmates was directly linked to their release and to the dis­

tribution of rights and rewards. (See Table 3) The trust 

and privilegc~ 'accorded the highest inmate ranks were ex­

tended, but some of their prerogatives were sharply re­

stricted from what they had been under the administration of 

the predecessor, 'They could not prescribe punishment and 

staff w,ere required to provide the adm~nistration with writ­

ten reports on all 'punlshment administe.red. Physical punish­

l!1ent' could not be admi~istered without,prior approval by.ad­

ministration and was bRsed on a report of the ·inmate' s be­

havior. 

Grades on 'each boy were sUbmitted monthly and were 

the·basis of the promotion and release system. Each cottage 

parent was required to grade each boy in nin~ different 
f~: , 

-areas en a five point scale. Teachers and work detail super­

" Visors were also required to SUbmit grades for the boys 

9Street. Vinte;. and Perrow, ~~~ci~t~·~., .p. 267. 
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Pre-requisites 

Regular status--all boys 
'not achieving a ,high~r 
rimk. -Escapees required 
to serve one mpnth addi­
tional time .in this sta­
tus. Parole violators 
and :re-committed boys 
were required to serve 
.three months extra in 
this rank to acquire eli­
~ib1lityfor promotion, 
and six nionths for eligi­
bility for extra-curricu­
lar activities. 

Two months completed. res­
idence (if never prev·i­
ouslY,committed to the 
institution). Recommend­
ed by all cottage super­
visors-.--A11 cottage 
grades of Excellent or 
Good.. At 1eas.t 6 grades 
of Good in School or 5 
grades of Good in Work 
and no grade lower than 
Fair. 

"'l .. ~JiJ"~;AJ{t-.. 'f_.,i ""_"" 

TABLE 3 

INMATE RANK SYSTEM 

Duties 

All work and school ac­
tivities' assigned by 
staff, including accept­
ing. direction by higher 
ranking inmates that 
were authorized by staff. 

They directed other boys 
under the supervision of 
institutional staff. 
Other duties as pre­
scribed by the adminis­
trative Committee. They 
were required to report 
violations of rules by 
other boys. 

,~r .. """'··~':"~-:':"'· .. - . " . 

lM"',.~ liE • ,r:-~:~' 

Privileges 

Boys under age 17 were 
eligible for parole in 9 
months, if over 17 they 
were el1'gible for dis­
charge in 9 months-.--Ex­
tra curricular activi­
ties, if enrolled in 
school or vocational 
training and were receiv­
ing passing grades, e.g. 
Choir, Drum & Bugle 
Corps, 4-H Club, athlet-. 
ics. 

Were allowed to write 
2 lettera aach month and 
receive 4 letters. 

Wel'eallowed to have 
one visit each month. 

Received a special shirt 
to indicate rank •. were 
allowed to write 4 let­
ters pe~ month and to 
have one visit each month. 
They were eligible . for 
promotion to the highest 
rank. 
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REUlk 

Th1rd 
Rank 

High­
est 
Rank 

• 

Pre-requisites 
They must have completed 
!'our months in residence 
and must have received, 
the same grades 'required 
forpromotioil to the 2nd 
rank. but for a four 
month period. After' . 
first attaining eligibil­
ity. the grade. require­
ments applied only to the 
two previous months. Pro­
motion must be approved by 
the Administrative Commit­
tee. 

At least two months serv-
, ice in the 2nd rank or 
prior service in the 3rd 
rank. Approval of the 
Administrative Committee. 

TAElLE .3 (Continued) 
Duties 

They carried out tasks 
that involved the trust 
of staff. They ran er­
rands without supervi­
sion. monitored other 
boys without supervi­
aion. They cal'riedout 
other tasks requi'ring 
trust and responsibil­
ity. 

The Combined Duties of 
the 2nd and 3rd ranks. 
Also, all responsibil­
ity and trust expected 
of both the 2nd and 3rd 
ranks. 

Privileges 
Received a shirt indicat­
ing r.ank. Had freedom of 
the grounds on week-ends, 
when off-duty. In addi- .. 
tion to privllegesof 2nd 
rank, they were entitled 
to two visits each month 
and one of the visits 
could be an overnight pass. 
They were eligible for re­
lease in two months after 
attaining this rank. If 
they lost their rank be­
cause of low grades, they 
might regain the rank in 
just one month. 

They received a shirt to 
indi'cate their rank. In 
addition to all. the priv­
ileges of the 2nd and 3rd 
ranks, they were eligible 
for release one month 
after attaining this rank • 
e.g., inmates who attained 
the 2nd rankin two months 
and the 3rd rari.k in 4 
months. might 'b~ released 
after a stay or approxi­
mately five months. 
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under thei~ direction. 

An admin1s.trative committee, consisting of the exec­

utive,assistant director, social service director, princi­

pal and chspl~ln, reviewed all the grades and made decisions 

about advancement in the rank system and releases. Although 

per~.onal impressions of members of the committee affected 

decisions,' extremely low grades that might reflect biases 

among staff were questioned and the committee as a whole 

served to limit the influence or individual starf members 

attempting to dominate decisions by assigning low grades to 

the boys. This was· in. sharp contrast to the practices dur­

ing the previous administration, when starr members partic­

ipated 1n the meetings and were consulted about decisions 

to release or promote the boys. Under the revised system 

both grades and consensus among all cottage staff were re­

quired. The effect of the revised grading system and the 

altered review structure was to reduce staff inclination 

toward low grades. It stimulated more thoughtful grading 

and reduced impulsiveness in the grading scheme. Most staff 

maintained careful records of the boys' behavior ahd the 

events that were used to assign demerits. This not only re­

flected the care they gave grading; but, also, their !Lnter­

est in substantiating the grades that they assigned. 

Reviewing the division of labor and departmental 

str!1ctureof the two admini~trations. we note a number of 

problems that emerged from the structure Which the succes-

sorcreated. First. the authority of the assistant director 
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was unclear. - He reported to the executive in the same man­

ner as some department heads. Second, earlier traditions 

which permitted all staff and inmates direct access to the 

executive were difficult to overcome and subverted the 

authority of the assistant. Third, directives from the ex­

ecutive to the department f,eads, which he administered, on 

occasion. conflicted. with the orders,to cottage parents that 

had been issued by the assistant, c-reating dual lines of 

authority. Fourth, the loyalty created by executive control 

over appointments also tended to underc~t the authority of 

the assistant director. Nevertheless, the assistant exer-

qised considerable authority. 

The problems of coordination that, developed enabled 

the executive to mediate disputes and to maintain a socio­

emotional leadership role for staff a'nd inmates. At the same 

time, the assistant director was made resI?,onsible for order 

and upholding rules and regulatio~s~ Smith escaped the onus 

of enforcing rules and regulations that managing the ~ives 

of,a large number of inmates and maintaining institutional 

order requires. He separated the "firnmess nand "unders tand­

ing,"'" Which were equally important to his program, and made 

his assistant assume those role aspects which,emphasized 

rules and firmness. Accordingly, line staff, such as cot­

tage parents and detail supervisors, assumed the burden of 

reconCil1ng order, deference and authority with gre'ater in­

,~ate differentiation ~ They were required to apply appropri-

ately the ,wider rang,e of sanctions and seek voluntaristic 

compliance instead of coercive complian,<::e. At the same tim7, 

. ,t , 
" , 
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they were subject to closer supervision and more formally 

prescribed procedures in applying sanctions. 

We note increased effor"!; to obtain information about 

the inmates and greater demands on th~ cottage and educa­

tional programs under the successor's administration. 

Greater voluntarism WacS sought, but professional knowledge 

and skills were not obtained to implement internal deci­

sions. Cottage personnel and teachers seemed to move closer 

together in their perspectives and aims, with the vocation­

al preparation of inmates providing the guidipg theme. 10 

Press~rea emerged for greater coordination and better com­

munications. Conflict developed between the productive 

ta~k~ required to sustain the institution and programs ori­

ented to somewpat more extensive change. Prescriptions for 

cottage personnel were more complex and. the increased in­

formation obtained through intake interviewing did not seem 

to serve their needs adequately. 

The structure of the formal organization had under­

go~e more differentiation during the administration of ~he 

'SUccessor. While personnel. was still inter,changeable for 

many departments, the emergence of an additional level in 

some portions of the hierarchal structure suggests the 

,greater complexfty of the structure. The division of in-
,\ 

ternal responsibilities, o'n one hand, increased problems 

stemming from the dual lines of authority. On the other 

~and, it enabled the executive to modify his role in 

lOThis impression largeiy is based on observatio:ns.· 
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respect to cottage personnel. The thrust of the organiza­

tlonbecame difr~sed and subject to influences that limited 

the patency of traditional ,practices. The modified organ-

izational structure tended to reduce Smith's span of ~on­

trol, but the traditions of the institution were difficult 

to overcome. The executive still maintained an open door 

policy for staff and inmates. The departmentalization re­

mair.,,~d predominantly oriented to the i)olitical mission of 

the, executive and reflected 'his emphasis ott farm production 

and an improved physical plant. As indicated In Street, or-

ganizatl0r:tal goals are, presumed to be implemented when "con­

tainmeri!;, and control, or hal'd work and study are achieved,ll 

Obe~ience-conformlty goals required minimal departmentaliza­

tion and little coordination. But the emphasis on the 

educational-vocat:lonal program imposed new demands for com­

'munication and coordination. Staff meeting:". the increased 

authority of the lllssistant directol', and increased Impor­

,tance of the school principal in p~licy decisions we're in­

tended to handle the new demands • 

. The Balance of Power 

For additional confirmation of the structural modi­

fications in the organization. we examine stafr question-
: ' . . 

na1~e respons.es. ,Stafr were .asked their 0I>inlons about the 

the executive ,core in the manage­

of the institutic;m. The manner in which the execu~iv'e 

li'Street. Vlnter. and Perrow, cp, c1 t .• pp, 177 -181. 
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established relationships with representatives of various 

activities uithin tne organization indicated both sources of 

influence on his decisions and the value that he pla'.',ed on 

the activities. 

TABLE 4 

STAFF PERCEPTIONS OF POWER IN THE EXECUTIVE COREa 

Sources of Predecessor's Successor's 
Influence Administration Administration 

A Great A Gl.~~at 
Deal of A Lot Deal of A Lot 

Say of Say 'Say of Say 
(%) '( % 2 (~) ~%2 

Parent b 51 28 Organization 
Executive 86 12 ' 89 11 

.Assistant d 
Director 38 54 55 31 

Chaplain c 35 35 
Head of Social 13 24 12 10 Service 
Principal 11 32 10 42 
Farm Mar:ager 11 26 19 24 

Number of (53-57> (58-65) cases 

aQuestlon--"In genera.l. how much influence or say 
on the way Boysville is run would you say each of the f01-
lowinglndividuals or groups h~s?" 

b~ot 1nclu,ded in the earlier study. 

, cNot 1ncluded as a member of the executive core in 
the earlier study. The prominence of ,the Chaplain in this 
institution appears unigue •. and derives in part from the 
Chaplaincy and the importance of religious interests in the 
region. His. long tenure and educational attainments also 
Served to iegitimate his role within the simple~ minimally 
4Uferentiated organizationa.l design. 

". . dDifterence ·~s significant at '5% level. Chi Sq. 
~. 4.12. d.t. = 1. Chi Square was calculated on the basis of 

, frequencies in each category of response under each executive. 

i 
.j, 



151 

The data in Table 4 ,indicate clearly the increased 

importance of the assistant director. But, apparently the 

manner in which the school principal operated, i.e." through 

the executive, obscured his increased importance. The con­

centration of pow,er in the hands of the executive is obvious. 

The inquiry about the influence of the chaplain reve~ls his 

i!ontinuing power; but observat'ions and interview data. indi­

cate that he probably exercised even more influence earlier 

in the tenure of the successor. After approximately three 

years in a highly influential role under Smith, Smith ques­

tioned his contribution. On one occasion Smith commented to 

the researcher, "Every time someone makes 'a suggestion to 

change something, he (the chaplain) says, 'We tried that. 

It won't work.'" Subsequent to that time the chaplain's in­

fluence . appeared to dec line. 

Other inquiries confirm that the chaplain exercised 

more influence on internal decisions than the social serv-

ice director. In response to the question of the importance 

,of various task groups in ma~ing decisions concerning 

the handling of inmates, the increased contribution of the 

school.personnel is evident' (see Table 5). Also, by separat­

ing the chaplain fro~ social services in the inquiry, the ex­

tent of t,he chaplain's contribution to social service impor-
12 

tance becomes quite clear. The orQer of the importance of 

, 12TheChaPlain performed th/i! role of a "Chief Social 
Worker. IV Counselling experience and education provided the 
langUagE: ·and legitimacy to sllPpor,t his explanations and in­
terpretations of inmate behavior, therefore his recommenda-
tions irirespect to inmates. ' 
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TABLE 5 

STAFF PERCEPTIONS OF INFLUENCE ABOUT HANDLING INMATES 
(Per Cent of Respondents) 

Sources of 
Influence 

Social Service 

Principal and 
Teachers 

Cottage 
,Personnel 

F~rm and Work 
Supervisors 

Chaplain 

Assistant 
Director 

Number 'of 
Responses 

Predecessor's 
,Administration 

A Good 
Deal of 

Influencen. 

45 

28 

63 

36 

b 

b 

(49-53 ) 

Successor's 
Administration 

Considerab le 
or Great 
Deal of 

Influence 

34 

76 

37 

84 

92 

(55-63) 

aRespons~s for the predecessor's administration 
were at the end of a four point scale. ~he phrasing em­
ployed was "A good deal of influence." The survey dur~ng 
the successor's 'administration. used "considerab le' influ"; 
6nce" for the third'.point on 'the scal,e and "a great deal 
of influence'" for the end of ·the s'cale. The responses 
under both categories have been combined and are ,reported 
here. The scaling appears comparable for the two survey,s. 
In both cases all opinions above the mip-point of the scale 
are reporte~. Also, the ordering and :chartges in importance 
of va~ious roles are consistent with data appearing in Ta-

,'\ 
bles 4 and 6. . 

. bNot included in this 'inquiry of the survey during 
the predecessor's administration. 

c 
ri' '. Difference is significant ;It the 0.1% Level of Con-

dence. 
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the task groups indicates that operational requirements in 

the hands of cottage personnel were st~ll important. 

A que~tion included in the staff survey required 
, 
comparisons to be made between all combinations of six 

pairs 'of roles. The results in Table 6 further confirm the 

order or tasks within the institution. The criterion for 

the comparison was ". the importance of the tasks in 

the operation of the institution II Here. despite 

the chaplain's importance in the handling of inmates and 

the assistant director's authority. the contribution of the 

cottage ~ersonnel and school. personnel is 'supported. 

It was not~d in the earlier study that. except in 

re~ponse t.o the potential effect of election outcomes on 

Job security. there wasl1ttle tensjon among staff. This 

.... as attributed to the lack Clf interdependence of depart­

m~nts.13 In order to further test that notion and to ascer­

tain whether tension would decrease under conditions that 

implied greater internal differentiation of institutional 

efforts. disparate lines of authority, and some shifting in 

the internal power balance, staff were asked about the 

. ~ount and sources of tensions between pairs of ·stafr 

groups. Because observations indicated that the Social 

serv.1ce department did not provide the rationale and guid­

ance for the institution's program, it was omitted from the 

tension inquiry. Instead. attention was direQted toward 

13 6 , . Street. Vinter •. and Perrow. op. cit., p. 12 • 
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TABLE 6 

PERCEPTIONS OF IMPORTANCE OF ROLES IN THE OPERATION 
OF THE INSTITUTION IN SUCCESSOR'S ADMINISTRATION 

Roles Farm 
Rated and 
More. Cottage School Social Work 

Important Staff· Chaplain Staff Service Staff 
(%) (%) (%) (%) (%) 

Asst. 52 52 62 87 92 .Supt. 

Cottage 56 67 88 87 Staff 

Chaplain 43 86 81 

School 
77 82 Staff 

Social 54 Service 

aReading from left to right in each row indicates 
the per cent that reported that the task group in the left 
margin was more important. (Based on 15 paired comparisons.) 

tension betwee.n the three maj or program areas: the farm and 

work program, the educational program, and the cottage pro:' 

gram. The relief personnel were also included, since they 

represented staff that were least likely to be integrated 

1nto the total program and. were most subject to conditions 

that would contribute to conflict with other staff. 

It is readily apparent in Table 7 that the over-all 

level of tension at the·time of the third survey (1965) was 

much less than at the time of the second survey (1960). It 

was also below the level of tension that existed at the time 

or .the first survey (1959). Accordingly, if we accept the, 

proposition that the increase in tension between the first 

, ',," 
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TABLE 7 

PERCEIVED TENSIONS BET~EEN STAFF GROUPS AVERAGED OVER 
ALL STAFF GROUPS.AT THREE POINTS IN TIME 

,Amount of 
Survey I Survey II Survey III 

(1959) (1960) (l965 ) 
Tension (%) (%) (%) 

A Great Deal or 
Considerable 18 30 10 
Tensi~n 

Some Tension 35 35 13 

Very Little or 47b 35a 
77

ab 
No Tension 

N (51) (40) (61) 

as.E'd~ff % .10 (approx.) probability is 
less than .001 

b S.E'diff % = .094, probability is less 
than .001. 

two surveys was largely due to the impending election, it 

becomes quite clear that the tension between eiements of the 

institution's program during Smith's regime reflect not only 

the ,change in the environmental conditions that existed ,at 

. the time of the second survey, e.g., the election, but t:he 

effects of other factors as well. such as the. organizatlonal 

technology or the institution's program •. 

In order to estimate the extent to which the elec­

tion influenced the level of tension within the institution, 

the 1965 staff survey included a retrospe,<?tive inquiry about 

the, ". tension or c6n~ern felt because of the elec-

tion." The inquiry. was directed to staTf who had been em­

Ployed at the institution prior to the 1964 election. The 
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came starf were also asked about their feelings at the time 

of the survey, i.e., a few months after the el~ction. At 

that time, although the same party had continued in power, 

the executive's re-appointment had not been confirmed and a 

change was a distinct possibllity~ The data are not direct­

ly comparab.le to that relating to tension between staff 

groups. but it was evident that ,staff members felt more con­

cern before the election than after the election and that 

the concern was predominantly related to job security, the 

implications of staff changes for the welfare of the in­

mates, and possible changes in the institution's program and 

policies. Sixty per cent of the respondents (N=58) indi-

·cated, that they had felt; either a "great deal" or "quite a 

bit" of conc~rn because of the election; but only forty-four 

·per ce~t of the respondents (N=52) selected those alterna­

tives to describe the::tr feelings at the time of tbe survey. 

The difrerence was significant at the 5% level of confi-

dence. Thus, it seems reasonable to ac·::ept Street's ex-
. . 

planation that the increO,se in tension at the time of the 

1960 survey was due to the impending election., However, it 

is the marked reduction in the over-all level of tension be-

t;~een staff groups (below the levels present in !2.22.) which 

suggests that, the changes in the organizational' structure 

under Smith could not by themselves, account fo·r the very loW 

. level of tensi9n durinl~ hi~ adminis tration • 

. Table 8 reveals significant variations in the level 

of: tension between various pairs of staff groups during the 
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TABLE 8 

PERCEIVED TENSION BETWEEN PAIRS OF STAFF GROUPS pURING 
THE SUCCESSOR'S ADiHNISTRATION 

Stafr Groups ',Amount of Tension Perceived 
(~ of staff iri each category) 

A Grea:tDea1 Little 
or Consid- or 

eraole Some None (N) 

Farm or Work Supervisors 17 14 69a (63) vs. Cottage Staff 

Fatm or Work Supervisors 13 15 720 (62) vs. School Personnel 

Relief Personnel 13 23 64 c (61) vs. all,Others 

School Personn'el - 10 3 87b ( 61) vs.'Administration 

Cottage Staff 
5 12 83a (60) vs. Actministration 

Cottage Starf 
3 15 82 (62 ) vs. S.chool Per'sonne 1 

Employees vs. 2 11 87 (61) 'Administration 

',apifference is significant at the five per cent 
level of confidence. (using a one-tailed test for a difrer­
enc~ in the predicted direction. S.E.diff • ~ = .076). 

b . " 
Difference is signif.icant at' the five per cent 

level of confidence. (using a 'one-tailed test for o.iffer­
ence in the predicted direction. S.E.diff .% = .071).' 

cDlfferences between the le.vel of tension denoted 
by "e" and all subsequent percentages in the column are sig­
nificant at the 1% level ,of confidence. (using aone-taile& 
test for differences in the predicted direction 
S.E·difr • % = .07 8L· " 

administration of the successor~ During Smith I s administra­

,);10n the tension between Relief Personnel and other staff 

1s less than the" t'ension between any pair of stafr groups 
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during his predecessor's administration (probabilities of 

the differences have a maximum of .05); but, it is signif­

icantly greater than tensions between all other pairs in the 

successor's administration with the exception of "Farm or 

. Work Supervisors" and'''Cottage Personnel" Qr "School Person­

nel." The higher level of tension between relief personnel 

and other personnel is consistent with other research that 
14 

indicate the alienation of peripheral personnel. It also 

supports the contention that both interdependence and c~n­

sensus contribute to the level of tension. Although relief 

staff op~rations might appear to have minimal impact upon 

the execution of assignments by other staff, variations in 

th: management of inmates posed problems for other staff. 

Observations indicated that the relief personnel were sub­

Ject to least administrative surveillance and least pressure 

r~omother staff. Therefore, they tended to differ from 

other stafr in their approach to the inmates; relief staff 

w~re more inclined to use physical punishment and other neg-. . 
ative sanctions. especiall:); in the cottages with the older 

boys. 

On' the other hand, despite the generally low level -

or tensio~ during Smith's administration, the -relativ.ely 

higher level of tension between "Farm or Work Supervisors" 

and ~oth- "C.ottage Personnel" and "School Personnel" (in view 

or the low level of tension between "Cottage Pers?nnel" and 

14 -
Gou1dner. op. cit., pp. 117-136. 

L 
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"Schoo~ Personnel") confirms the contribution of interde-

pendence ta the-level of tension within an institution. 

cottage and schoo~ activities were clearly separate irre­

spective of any confusion created by the dual lines or' 

'authority; but productive activities of the institution, 

,e.g., farming and improving the physical piant, led'to de­

mands for inmate labor which conflicted with both the cot-

tage and educational. prQgrams. 

, What we have found dramatically supports the impor­

tance of interdependence enunciated by Street. 15 The ex­

tremely ~ow level of tension suggests a program that was 

,'more segmented and diffuse than existed during Jackson':s 

administration. It is likely that the leve,l of tension 

during Jackson's regime, which increased prior to the 1960 

'election, was influenced at the'time ,of the first survey 

(1959) by the minority status of Jackson's party and or­

ganization-local community relations. In oth,er words, 

the level of tension during the predecessor's admirlistra­

tion was greater than implicit in the organizational struc-

ture, per ~. 

In revie~ lack of consensus as well as interde­

pendencecontribute to the level of tension at aninstl­

tutton. and tension as anorganizatidnal phenomena is very 

much influenced by enviro'nmental. events and conditions. 

Neither executive attempted 1n any way to separate the 

15Street. Vinter. and Perrow» op. cit., p. 126. 
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operation of the institution from the politic.al climate and 

,the patronage system; but it was the predecessor, as a minor­

ity party representative, whose position was the more pre­

carious and whose administration was characterized by more 

pervasive tension among staff. 

Efror~s to modify the program under the succ~ssor 

produced significant vari~tions in the level of tension be­

tween some staff groups, but an over.,.all reduction in the 

level of tension. A shift in the power balance among staff 

is detectable; cottage staff was subject to more formal con­

trol; more staff were added to the farm ~nd work programs to 

increase e.ffec.tiveness in areas that were objective and 

re~dily visible; the mission of the educational program re­

ceived emphasis and outside resources were employed to i~­

crease 'the number and range of opportunities for releasing 

inmates. The stay for inmates was shortened (approxima~ely 

8-9 mo\,ths in contrast to the earlier 10-11 months) and the 

criteria for release, were made more explicit. The strati­

fication system among inmates was more congruent with re-' 

lease criteria and a more positive definition ofauthol'ity 

and deference. Despite staff meetings. the modified role 

of the assistant director, the reduced ,span of control of 

the executive, and lower over-all tension, Smith's adminis­

. tratibn hadproblel!5 in corm:un1catiort and coordination which ap­

weaken the traditional thrust of the institution. 

i .. 
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~~erspectives and Relations 

Several i terns on the questionnaire used in the s.ur--

veys provided information on the staff's ideas about the 

institution's purpose. The responses to several items were 

highly consistent with one another. The data reported here 

(see Table 9) were derived from the respondent's first re-

sponse to the request to indicate, "which two of a series of 

si~statements in their opinion best represented what the 

executive thinks the institutiQn's purposes are." 

TABLE 9 

STAFF PERCEPTIONS OF INSTITUTIONAL PURPOSES 

Perceptions 
of Goals 

CUSTODIAL CONCEPTIONS 
l'l.rotect home com-
, munity 

~ Punish delinquent 

TRADIT.IONAL CONCEPTIONS 
Teach boys good so­

cial habits and 
behavior 

Train .and educate 
boys 

TREATMENT CONCEPTIONS 
Change a boy's so­

cial attitudes 
and values 

Help each boy get an 
understanding or 
the kind of things 
that got him into 
trouble 

Totals 

Predecessor's 
Administration 

(%) 

2 

2 

85 

511 

31 

11 

7 

4 

100 

(f) 

1 

1 

118 

6 

55 

Successor's 
Administration 

(%) ef) 

7 5 

7 

70 

32 

38 

21 

15 

6 
100 

5 
118 

14 

67 
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The findings indicate that under Sm1.th's administra­

tion greater proportions of staff selected custodial concep­

tions and treatment conceptions than was the. case during 

Jackson's administration. The increase in neither of the 

above categories was s1.gnificant. but when frequencies in the 
~-' -

two contradictory categories are combined the null hypothesis 

fo~ a difference between the two administrations may be re-

Jected at the 5% level of confidence (see Table lO). There-

fore, although there has been no significant shift toward 

either end of the custody-treatment continuum, we conclude 

, that there Is less consensus about organizationa'lpurpose 

,and that the internal strategy of the successor in part con-

tdbuted to it. 

TABLE 10 

STAFF PERCEPTIONS OF IN$TIT.UTIONAL PURPOSES, 
COHPARIUG TRADITIONAL AND EXTREME PURPOSE;S 

Perceptions Pre'decessor's Successqr's 
Administration Administration of' Goals (0 (0 

CUSTODIAL OR 
TREATI4ENTa 7 19 

TRADITIONAL ~ 48 
Totals 55 67 

Sum 

26 

96 
122 

, ~he extremes have been combined to provide a meas­
ure of heterogeneity in lieu of suitable numerical measures 
for computingd!.>;;persion. Chi Square = 4.92. d. f. = 1'; prob­
ability is less than .05. 

We 'also examined the effect of education on staff 

perspectives (Table II) and found, in both administrations; 

that greater education was associated with more complex 

cQnceptions of organizational purpose. Further. the 
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TABLE 11 

STAFF PERCEPTION0 OF INSTITUTIONAL PURPOSES. 
BY EDUCATION 

Perceptions Predecessor's 'Successor's 
of Goals Administration Administration 

(%) (%) 

Staff with No Col-
lege Edua;~tion 

Custodial Con·-
ceptions 3 . ·10 

Traditional 
87a 70 a . Concepti.ons 

Treatment 
Con.~eptions 10 20 

Number of Re-
spondents (39) (50) 

Staff with Some Col-
lege Education 

Custodial Concep-
tions 

Traditional Con-
. ceptions 87 76 

Treatment 90ncep-
tions 13 24 

~umber of Re-
,sp'ondents (15) (17) 

'aA chi Square test compariTJ.g the frequencies 
of choices ot "Traditional Conceptions" in !,ach ad­
l]l1.nistratlon among' staff ,with no ,college education 
is signific'ant at the 5% level of confidence (Chi 
Square = 4.39 with one degree ~f freed'om). . 

differences betwe.en the two regimes is more marked' am~ng 
". 

staff with less education, e .'g •• Smith '5 admii-:listratior. was 

characterized by greater" diversity in perspectives. Al­

though the d~fference between the perspectives of staff with 

no college education and the perspectiye"s of staff with 'some 

College education is riot significant. the dlrection of that 

" i. 

... ,. 
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difference is consistent with the findings of Vinter and 

Janowitz. 16 They found that education of staff was posi­

tively associated with treatment conceptions and that age 

was negatively associated with treatment conceptions. It 

is reasonable, therefore, to infE!r that better educated 

staff may be more sensitive to organizational practices 

that connote treatment conceptions. Accordingly, the data 

in Tables 6 'and 7 are congruent with evidence on staff size 

and background, e.g., rehiring older staff, and suggest that 

the;balance in perceptions of institutiona,l purposes was 

, provided, by some of the new employees and the slight in­

.. ·.crease in the number of employees with some college edu-

cation. 

Street notes that considerable disagreement existed 

among members of the executive core of institutions for ju­

venile corrections. but that 'there was 11tt~e disagreement 

at this institution under Jackson's·administration. During' 

Smith's tenure there was di$agreement. with pOSitions rang-

il1g from the most .traditional to treatment conceptions. ~e­

spite. a·limited shift in the balance among organizational 
-obJectives and the modest changes 1n the organizational 

stru,cture. 

Table '12 presents the results of a comparison of 
" 

staff attitudes toward delinquents under each executive 

16Vi~ter. et al., op. clt •• pp. 301-306 • 
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TABLE 12 

STAFF·ATTITUDES TOWARD DELINQUENTS 

Staff 
Attitudes 

Understanding 
Delinquents 

Is difficult 

Is the key 

N '" 

Discipline 

Discipline 
emphasized 

Permissiveness 
emphasized 

N = 

Scale 
Type 

1 
2 
3 
4 

1 
2 
3 

4 

Predecessor's Successor's 
Ad!llinistration Administration 

(%) (S) 

21 17 
70 67 

5 12 
4 4 

(47) (58) 

22 27 
38 ~3 
30 23 

10 7 

(50) (56) 

Attitudes toward "Understan~ingll and toward "Discip'line" 

w~re scaled by Guttman techniques into four scale types for 

each d'imension.17 The data indicate a slight shift tp­

lI'ard understanding arid toward discipline in Smith's admin­

istration. Neither change is statistically significant~ but 

the contradictory directions of the shifts suggests contin­

uity w'ith staff diversity on goal perspectives, and the more 

complex expectations that Smith imposed on staff. 

As found in the earlier study, there was high 

l7Bernard S. ·Phillips, Social Research:, Strategy and 
Tactics (New York: The MacMillan Co., 1966), pp.187-195-.­
See Appendix for Scaling Procedures. 
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involvement in the Job. despite staff perspectives on under­

standing and disciPline. 1S Staff commitment was greater un­

per the predecessor. but it is not possible to assess the 

impact of improved economic conditions and better employ~ 

ment opportunities under the successor. Seventy per cent of 

the staff under the successor felt that the institution was 

"Better" or "Much Better" than other places to work and no 

starf member felt that the institution was a worse place to 

work. 

Equally important in appreciating the imp11cations 

or the differences in administrations are the starf-inmate 

relations that largely depend on staff perspectives and at­

titudes. Data in five areas (surveillance, perceptions of 

executive expec,~ations in handling and relating to inmates. 

attitudes on sanctions. and staff views on appropr~ate in­

lItate behavior and inmate groups) provide the basis for e,x­

amining staff-inmate relations and a context feir understand­

ing inmate attitudes and behavior.. The central question 

ror us is whether the slight cha~ge,s in ,executives' notions 

about staff-;1nmate relations and about managing imnates are 

perceptible by staffj and how the staff that was recruited 

were able to implement themodifled expect~tions imposed 

upon them. It was evident 'from Tables 9. 10, 11 and 12 that 

the changes sought by Smith (for obtaining voluntaristic 

compliance), were no't clear to staff. Acco;rdlngiy. there 

,18 . i l4S St,reet , Vinter. and Perrow, op. ct., pp. -

. 
". t , , 

" 
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is little basis for anticipating changes in the social con­

trolmechanisms employed by staff. To the extent that staff 

are aware of purposes' that include requirements for more ex­

tensive inmate change, yet lack the resources (knowledge and 

skill) for implementing those requirements,stafr are likely 

to employ the only me,ans available to them--the traditional 

.techniques for managing inmates. Observational data suggest 

that: some stafr under the successor were aware of the modi-

fied means that the executive wished to implement. Also, 

that those staff, to the extent their capacities permitted, 

tried- to !!arry out the s,omewhat more complex technology. 

However, they were f~ustrated; not all stKff subscribed to 

th~ changes. and those that attempted to extend the range 
- - -of sanct±ons and modify their relations with inmates fre-

quently found themselves at odds, with other staff or having 

t9 undo inmate perspectives based on relations with other 

staff members. 

The method of inmate change was still that of con­

ditioningjbut it required the use of a greater range of 

.reinforcements and greater discrimination :tn their use. 

Starf under the prede.cessor assumed that involuntary in­

mates were committed to opposition and could only be coerced 

, into compliance Jwith compliance and deference as criteria' 

of effectiv~ management and a successful program); under 

the su~cessor, observations 'showed that staff felt that the 

proper U$e of rewards .• privileges. loss of privileges and 

modest punishment~ could secure the cooperation of inmates. 
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It was still a learning situation for inmatesj but. instead 

of learning to respond solely by avoiding ney~ative san~~ 

tions a5 practiced under the predecessor. lea~ning NBS fos­

teredby staff encouragement .• the use of rewardH and by 

staff"1 s improved understanding of inmates. Therefore. I.'.nder 

the successor we expected to find less severe sanctions. 

less universalism. and less need to co-opt inmate leaders 

to roan age and control collective interact:l..on among inmates. 

Observations confirmed those expectations. but the survey 

data reveal the limited extent to which inmate management 

had changed and the problems faced by staft in employing a 

somewhat more complex technology. It was difficult tor un­

trained staff to reconcile the need tor institutional or-

der. deference and obedience with the need for differential 

treatment of inmates. The former promoted increased social 

d.1stance and the latter required understanding, which con­

notes reduced social distance. In the absence of job secur-

ity, the more precarious the institution's position, the 

greater the stress on starf, parti<;ularly for those Wh~ 

risked misinterpretation of inmate behavior loy seeking to 

temper control with understanding. 

TABLE 13 

COTTAGE STAFF PERCEPTIONS OF EXPECTATIONS llOR SURVEILLANCE 

Staff Beliefs 

The executive expects them 
. t~ "keep all of the boys 

1n sight" (cottage par- . 
ents and dorm supervisors 

.. only) 
N -

Predecessor's 
Administration 

60% 

(lO) 

Successor'.s 
Administrat.1on 

53S 

(5) 

.," .-, 

1 : 



1i 
11 

169 

The data .in Table 13 indicate that a smaller propor­

tion or cottage staff believed the successor desired surveil­

lance, but the differr,mce betwf~en the two adininistrations 

was not statistically significant. Staff were stlll re­

sponsible for run-aways that "ccui-red during their tour of 

duty. Regimentation, particularly in the dormitories for 

the larger and older boys changed little from one adminis­

tration to the other. But in the three cottages for young­

er boys (ages 10-13 and 14-16) the routines seemed to have 

become more easy going and relaxed. There was considerable 

I:\clrseplay and noise in the evening atter dinner. One of the 

r.ottage parents indicated that his biggest problem was to 

ob~ain a suf!icient quantity and variety of play materials 

for the boys. On occasion the executive stopped by to play 

ping-pong with the boys. Although paddling was '8 legitimate 

ppnlshment under certain circumstances and staff mentioned 

the procedure, for authorizing paddling;'9 not one instance of 

paddUng vas eeen during the two and one half years thaI; the 
. 20 

institution vas 'oln\ier observat19n. ~8enchlng" (requir-

~g a btlY to sit erect and in silence on a bench during the 

recreation period) and other punishments, such as the loss 

or privileges were vitn'essed quite frequently. The routines 

19 Supra, p. 143. 

, 20It 1s not suggested that paddling had been discon-
tinued. It would have been impossible for staff to conceal 
the practice. because of the frequency and interval .of ob­
aervations. It was apparent that paddling was still a , 
legitimate sanctiop;however. the formalization of controls 
oyer physical punishment tended to deter its use and, it be­
CBlle less frequent. 
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of daily life were still highly structured and there was 

little leeway for staff deviation or flexibility. 

Table 14 shows that a smaller proportion of cottage 

starf .under Smith bel1eved in awarding privileges to boys 

in exchange tor help in controlling other boys. The larg­

est share ot the shift was toward universalistic treatment. 

However~ a similar inquiry put to all staff in the ear Her 
. . 

study indicated that eighty-five per cent of the starr. 

(N-62) agl'eed that all boys should get the same punishment 

for breaking the rules :21 Directly comparable data ar'e 

TABLE 14 

COTTAGE STAFF 'PERSPECTIVES ON CO-OPTATION OF INMATES FOR 
CONTROL OF INNATES AND ON UNIVERSALISTIC TREATMENT 

OF INMATES 

starr Belief Predecessor's Successor's 
Administration Administration 

~%~ ~%) 
Give. privileges to 

boys who help 17 6 
control 

~rr·ea1;. all bo,ys 
58 67 al1ke to be 

fair 

Treat each boy .ac-
cording to his 25 27 
needs 

H • (12) (15) 

lacking in this ntudy, but nine starr, in addition to cot­

;'f~:,tal!:e starr. answered the question for which data appears in 
';'0:" ';' , 

,Table Ill. Their responses to the three categories are. 
;"'f~~-.... -

21 .. Street, Vinter. and Perrow, op. cit., p. 159. 

~. 
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.res?ectively, 10%, 60%, 30%, and provide a weak indication 

that other starr may be more particularistic in orientation 

than cottage staff. None of the above differences is sta-

. tlstically signir1cant, therefore the evidence. is not con­

clusive. Rather it r~mains at this point doubtful that the 

shift in perspectives 1s not chance phenomenon, derivable 

from sampling errors and instrument u~reliability. It is 

C!ur-'intent to e:xamine the consistency of the changes 1n 07.'­

der to ascertain whether they represent a single dimens;\.on. 
. . 

The identical, "shOw 'em whose boss," procedure de-

scribed in 13treet was repeated in intervietlS w.ith staff dur­

ing the study of the successor's administration. 22 The 

"old-timers" who indoctrinated new cottage personnel passed 

the idea on to new starf. But the changed procedures to 

~ontrolphysica1 punishment lef~ new staff pretty much up 

i~ the air about how to handle anj deal with the inmates, 

and new starf stated that they were anxious and concerned 

about ho~ well they would do during the first few weeks on 

the job. 

Survey data on staff perceptions about executive 

expectations in handling and relating to inmates appear in 

Table 15. The differences are not Significant. What shifts 

there are suggest that mor'e staff under the successor per­

ceived that they were expected to ~aintain control and have 

closer ·relations. Although these are contradictory 

22~., p. 162. 
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TABLE 15 

STAFF PERCEPTION OF EXECUTIVE'S EXPECTATIONS IN 
HANDLING AND RELATING TO INMATES 

CONTROL. Executive ex­
pects them to: 

Maintain order at all 
times; otherwise boys 
vUl get out of. control. 

Let the boys have freedom 
·to express themselve's; 
but tie have to keep a 
close watch over it. 

Let the. ooys set their, 
own limits, except if it 
gets dangerousj other­
wise the boys won't 
learn to eoritrol them­
selves. 

He's not conc'erned about 
whether staff let b'oy,> 
have freedom to express' 
themSel;ves . ~r nO.t. 

N .. 
SOCIAr. DISTANCE. 
~i~e expects them to: 
Keep distance from boys; 

otherwise we will both 
lose out objectivity and 
not be able to maintain 
our authority. 

Be close to the boys, but 
not so close that our 
authority \fill be ques­
tioned. 

. Have close relationships 
. With the boys, so we can 

get to understand the 
boys. 

He doesn't care what kind 
of relationships we have. 

N • 

. Predecessor's 
Administration 

(S) . 

60 

37 

3 

(60) 

8 

72 

20 

:. 

(6i-) 

successor's 
Administration 

(%) 

68 

32 

7 

69 

24 

(67) 

~ ________ ~~ ... ~~4Z~""~ ____________________________________________________________________________________________ __ 

{ , 
! 

,. 



• 

173 

perspectives, they are consistent with data presented 

earlier and with observations. 

Data or~i$anctlons, in Table 16, Intlma~e a shift 

among staff toward less punitive sanctions, which is not 

statistically .significant. 23 If an error' in the wording of 

two items in the scale during the survey of the predeces­

sor.'s administration (which tended to depress the number of 

punitive responses to that item and reduced the severity of 

sanctions at that time) is considered. the dif~erence ap­

pearingbetween the two ad~inistrations is probably a con-

~ servative es.timate of the difference in the actual states 

. that prevailed.2~ During the predecessor's administra­

tion, the use of a ,solitary confinement cell was discontin­

ued. 25 In the successor's administration some of the more 

degrading punishments were modified and it was more diffi­

c'ult for staff to punish through influencing release. 

That staff held different views of the inmates dur-

lng each administration is implied by the data 1.n Tables 17 

and 18. Although the differences are not statistically sig-

nlficant. more staff l.mder the successor saw inmate under­

standing 9f himself as an appropriate adjustment. and. fewer 

staff were likely to see avoidance of trouble and ncn­

Violation of rules as the means for an inmate to get along. 

23See ~ppendix for Scaling Procedures. 

2~ it . 622 . Vinter et a1.. op. c ., p. • 

25street,' Vi~ter. and Perrow. op. cit!. .• p. 267 • 

-

\ '. 

, . 

,', 
, ! , 

. ' 



174 

Also, very few staff felt that inmate groups were bad. In 

contrast, about a' quarter of the staff under the predeces­

sor viewed inmate groups as bad. and more staff saw keeping 

out of trouble and not violating rules as the best way fo~ 

inmates to get along at the lnst'itution. 

TABLE 16 

STAFF SCORES ON SANCTIONS INDEX 

Score 

High use of sanc­
tions, including 
slapping or pad~ 

. dling 

High use of sanc-· 
tions" without-
slapping or pad-
dling, 

MediUm use of 
sanctions 

LoW use of sanc-
tions 

Reasoning only 

'N IX 

Predecessor's 
Administration 

(S) 

19 . 

34 

19 

III 

14 

(58) 

TAB,L,E 11 

Suc'cessor's 
Administration 

(S) 

16 

25 

26 

22 

11 

(69) 

STAFF VIEWS ON THE BEST WAY FOR AN INMATE TO GET .ALONG 

Inm'ate's Behavior 

Don't break the rules ,and 
~eep out ?f trouble 

Show that he is really 
sorry , 

Get; an understanding of 
himself 

N • 

Predecessor 's· 
Administration 

(S) , 

60 

1 

33 
(55) 

Successor's 
Administration 

(J) 

55 

9 

36 
(69) 

1"': 
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TABLE 18 

STAFF PERSPECTIVES ABOUT INNATE GROUPS 

Perspectives 

Say ali or most groups 
of inmates are bad 

N "'. 

Predecessor's 
Administration 

(%) 

(60) 

Successor's 
AdminiStration 

(%) 

(65) 

. as .E• (dir'f. %)= .0657;probabil1ty is less than .05. 

Summary: Staff Perspectives and Relations.--Although the 

successor attempted to implement a program implying some-

c what more extensive change in the inmate. them his predeces~ 

-sor, the means secured, such as type of staff and programs 

to-help staff. did not appear to achieve the executive's 

intention. Data suggest. that some staff "got the message," 

but at the 'b~~rational level they were unable to implement 

it. This i~ consistent with the gap between "ideal" and 

"rea1"'pointed out by Street, which was most pronounced in 

the obedi~~ce-conformity institution such as that studied 

here. 26 ... Nevertheless, the consistency between starr atti­

tudes and perspectives and the traditional perspectives or 

the institution under the predecessor shows some signs of 

breaking down. The only statistically significant differ­

ences conrirmed greater diversity of staff perspectives 

and a more positive attitude toward inmate groups. The 

data appearing,in Table 19, which recapitulates the differ­

ences appearing in Tables 9. 12, 13. 14, 15, 16, 17 and 18, 

26Ibid •• pp. 177-178. 
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was subjected to the Wilcoxon Matched-Pairs Signed-Ranks 

Test and support, at the five per cent level of confi~ence, 

that the institution under the successor differed from its 

state under the predecessor. 27 

~1'A6LE 19 

PROPORTIONS OF STAFF REFLECTING POSITIVE PERSPECTIVES 

Pre de-
cesser's 
Adminis-
tration 

(%) 
16 
9 

40 
40 
83 
40 

, 20 
47 
40 
77 

S1,lcces-
sorts 

Adminis-
tration 

(%) 
21 
16 
30 
47 
94 
32 
211 
59 
45 
90 

T ",10(11) 
4 

Rank of Ranks with Differ- Absolute less fre-ence 

+5 
+7 

-10 
+7 

+11 
-8 
+4 

+12 
+5 

+13 

27.5 

Difference quent signs 

8.5 
6.5 
4 4 
6.5 
3 
5 5 

10 
2 
8.5 
1 

T 9 

probability of T in the pre­
dicted direction (one-tailed 
test) is less thap .05 

The data do. not suggest thorough-going movemertt to­

ward treatment orientation; they suggest a~ institution 

Which is mD~~ differentiat~d internally and modestly ~e­

structured to allow the emergence of a ~re-education devel~ 

opment" type institution, which 'would require less resou,ris 

and less outside support .,28 Staff were less puni ti ve, /. Jre 

27N• M. Downie and'R. W. Heath, Basic Stati:' ,lcal 
Methods (New York: Harper & Brothers, 1959). pp. 2r -210. 

,/ 

28M• Janowitz. "Forward" in Street, .Vint', /~ and Per­
C)ow, ~~. pp. ix-xi. 
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differentiating, but also ~ore conflicted about how to carry 

out their tasks •. Their aut,onomy and authority were reduced 

and they were less abl~ to barga:~n with inmates to maintain 

control. The separation of relief and night personnel from 

other staff made the former less subject to the emerging In-

. Cluences. In contrast to events reported 1n Street, such as 

cottage parent criticism of a supervisor who refused to 

fight an inmate when challenged,29 the successo~ discharged 

an employee who fought with an inmate. He used a conflict 

(about the punishnient of 'a student) between the principal 

and a teacher as thebas16 for removing the principal. 

S1gns of change are amb1guous. weak and sometime~ mixed; .the 

implieations of the modified organizational technology and 

prevailing staff perspectives may best be characterized as 

a dilution or lieakening of the traditional thrust of the in-: 

s~itution. and potentially. a relatively greater impact by 
. , 

other factors which have not been means for attaining organ-

izational goals in obedience/conformity type institutions. 

What occurred is akin to the statistical regression effect 

mentioned by Campbell. 30 Within a limited range. according 
. 

to a criter1.on variable, the criterion loses its predictive 

power In comparis.on to other r'elevant factors. 

The introduction of outside resources, the modifica-

tion and explication of inmate stratification consistent 

29 Ibid •• 179-180. 

300 • T. Campbell andJ. C. Stanley, Experimental and 
~i-Experimental oesi~ns for Research (Chicago! Rand 
McNally & Company, 1966 , p. 15. 
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with release criteria, and the acquisition of additional 

personnel are all examples of such factors. If how staff 

carry out their tasks is meaningful and the intent comes 

through, then inmates should respond in a more positive 

fashion. If some staff attempt to persuade the boys and 

lise rewards and loss of rewards effectively, inmates are 

more likely to identify with the institution and form in­

formal groups supporting pro-institutional norms. 

The Inmate Sub-System Response 

What happens to the inmate is the central issue as 

indicated above. The change in executives may reveal vari­

'ations in the patterns of accommodation to the environment, 

but there are several ways in which such accommodation may 

be manifested. Re-interpretation of the mandate may promote 

~eater insularity; elaboration of the organizational tech­

nology may result in shifting the internal balance, with re­

lSultant implic~tlonsfor morale and for inmate resp~nses (aa 

men~loned above); control over the fiow of ininates in re-' 

.'lIpect to volume and quality may yield an organization con-. . ... \-'. 

s,iderably dlffer~nt in appearance arid effects (also a pos-

sibil1ty here). Thus ,far, we have seen, modest changes in 

the ba.lance among organizational goals and an att,empt to 

medffy the o~ganizational' technology in pursuit, of the modi­

tied goals. Ambiguity, resi'stant traditions and limited 

staff resources all raise questions about the ultimate im­

pact on the inmate. 
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If the successor has been successful in his exter-

nal,strategy and has secured'the support and resources for 

the modified program without mobilizing opposition, thereby 

enabling him to implement an internal strategy that contrib­

utes to the goals that he has specified, the results should 

be detectable by examining the outcomes, or product. Sev~ 

era,l notions exist about appropriate criteria for assessing 

what a correctional institution for juveniles o~ght to 

accomplish, Such criteria as recidivism or other post-

institutional measures pose proUlems of cost and control 

over complex influences that are insurmountable in this 

'study. Instead,' we turn to the phenomena that are accessi­

bie from within the institution, ,and.~ook for evidence that 

the institution serves more than retentive ends on the as-

sumption that what occurs within the ins~ltution has impli­

c'ations for behavior outside the institution, 31 According-

ly. confirmation of the fact that the inmate has accepted 

. the institutional experience as legitimate, or seems more 

incl~ned to do so, is a test of the proposition that chang­

:es :in ~~e internal strategy of the executive implies organ­

izational influences 'to which the inmate sub-system has re­

Ilponded. 

Changes in the population 'composition might be a 

source of , variation, so w'e examine that first, Then we look 

itlnmate ~erspectives and ~elations to inform us about 

their respons~s, to shifts. in staff structure, authority and 

3istree't, 'rinter, and Perrow. op, cit" pp., 1.95-96, 

, . 
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perspcct~ves. Finally, we consider the extent to which in­

mate perspect1,~es reflect characteristics of the inmate pop­

ulation and the Hxtent to ,which they reflect a. response to 

a modified organization climate. 

The Inmate Population. --There were a few mflrked differences 

in the institution!~ population under each of the executives 

(T~ble 20). The successqr had.less; serious offenders,' more 

offenders who had committed three or more offenses, many 

more boys from broken homes, fewer offenders who were at the 

extremes of the'age range within the institution and more 

\. from households in which the head was unemployed .• , (Differ­

'ences In the first three attributes mentioned were at least 

significant at the 5% level of confidence.) The previous 

study found that background characteristics of inmates had 

little systematic influence on inmate perspectives aCl'OSS a 

?ange of institutions. 32 In that study the relative potency 

of organizational differences outweighed the influence of 

inmate attributes. Nevert:heless. the, complex Interdepend­

ence,of Inmate attribute, organizational context and insti­

'l;u'i;ional environment seems quite expllc!.t. 

To the, extent that background variables have any re­
lat.ionship with perspectives beyond random associations, 
they seem to do so mostly in interaction with the insti­
tutional environment. Background a,ttributes apt'larently 
tak,~ on their primary significance through the emphases 
~ne interpretations staff personnel give to them, and 
the staff' behavior toward inmates that follows 'from 
these perceptions •••• 33 ' 

32Ibid., pp. 217-220. 

33Ibid ., p. 220. 
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TABLE 20 

INMATE BACKGROUND CHARACTERISTICS. 
FROlol INSTITUTIONAL FILES 

Background 
Characteristic 

Have committed more serious offenses 
Have committed three or more' offenses 
Have been in this institution before 
Are under 14 years old 
Are: 14-16 years ol~ 
Are over 16 years old 
Are not white 
Have IQ's below normal (91 or less)d 
Come from homes that are broken or 

show serious problems 
Are from counties wIth cities of: 

10.000 - 90.000 
under 10,000 

.Are from homes where the head of 
the household is: 

Prede-
cessor's 
Adminis-
tration 

(%) 
6ra 
23 
25 
13 
64 
24 
12 
68 c 

54 

49 
51 

Succes-
sor's 

Adminis-
tration 

(%) 
52a 
34b 
22 c 
10 
n C 

19 
11e 
68 

8le 

391' 
61 

Whi te collar 10 8 
Blue collar 48 112 
Not 1n the labor force 42c '50c 

N • (197-209) (254-256) 
alncludes arson. forgery. sex'offenses. breaking and 

entering, and crimes of violence. Dependency. neglect. tru­
ancy J' "1n,corrigibility," maladJustment, theft and vandalism 
are excluded.. D1fferences are significant at 5% level S.E. 
(diff. %) ... 05. 

bOrfenses related to current commitment as well as 
. of lenses unrelated to current commitment were.codecl. so the 
,lmi'rease may ref.lec't record keeping variations, variations 
in coding,procedures and changes in the population's charac­
'ter1ntics. Significant at 5% level. 

cDifference is not significant. 
dThe.number of cases during the earlier survey was 

121 and during the subsequent survey 186. Only boys regis­
tered in school, which excluded many drop-outs. were tested 
during the earlier period. Tests were administered to a 
much larger proportion .01' the inmates only a few months be­
fore the more recent survey. 

eAlthol,lgh improv'ed records as well as variations in 
coding practices may have contributed in part to this great 
difference. this change is consistent with the increase in 
the' number of inmates from households in which the head was 
Unemployed-. Significant beyond the 0.1% level. 

l' Difference i& significant at 5% level. 

?i 
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The reduction in the number of older in~ates, more 

~erious offenders, and former inmates may contribute to eas­

ing controls by staff, or at least to minimizing their prob­

lems as they sought voluntaristic compliance. Also, the 

increased number of inmates from more rural areas. from 

households in which the head was unemployed and from broken 

homes may have contributed to an inmate population that £it-

~ ted the institutional program better, 1.e •• were· more amen-

able to'institutional expectations. It is posslo1e, of 

course. that Smith's relations with judges helped him to re­

duce both the age and severity of the offender. also that 

·this might have been undertaken to facilitate implementing 

the program modifications that he invoked. Before we can 

understand the implicatIons of the above changes in the in­

mate population, it is necessary to determine what happened 

to "inmate. perspective.s with the change In adminIstration. 

Inmate Perspectives.--In Table 21 significantly higher per­

centages of inmates responded consistently in a manner re­

flecting positive or+entations to the institution and its 

starf under Smith than under Jac.kson. This lends credence 

to the view that inmates perceived and responded to the 

modifications. Most notable Is the ,22% gain in the item on 

starr rair~ess~ bearing i~ mind that starr were being en­

couraged to differentiate and ~ to employ universalistic 

criteria; also. the 16% gain on the item about staff not 

caring about Inmates--this despite the fact that order and '. 
conformIty in the regIme had not .changed -ma];·kedly. The 19% 

il 
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TABl;E 21 

INMATE PERSPECTIVES ON INSTI'I'UTION AND STAFF 

Inmate Predecessor's Successor's 
Perspectives Administration Administration 

. (%) ~%2 
Summary Index 

Score highdPositive 
on index 1I2 58a 

Individual Items 
Would rather stay in 
: present institution 

than 1n some other 1I3 62b 

Think this is a good 
place to be, relative 

66b to earlier expectation 31 
Think this is a place 

that helps boys rather 
than a place to send 

37c or ,to punish them 33 
Think they have been , llelped by their stay a 

great deal or quite a 
16C: bit 72 

Say adults can be a lo~ 
or help on fiqding out 
why they got into trou-

51a hIe and how to change 37 
Say the starr members are 

. SIb pretty rair 59 
Disagree with the state-

ment tha~ staff don't' 
42 58a care about the inmates 

Number ot cases· (196-209) (240-254) 

• .05. 
8S1gnltlcant at the 1% level; Maximum S.E.(dirr.~) 

bSignificant at theD.l% level. 

CUot slgnlrlcant. 

dA score of 4 or more was considered a high posi­
tive index. The maximum score was 7 and the minimum O. 

, . 
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and 29% changes in the first two individual items, res~ec­

tiv~ly. provide support for the idea that the institutional 

reputation had not caught up with current practices. Fur­

ther evidence of the posHive perceptions that inmates held 

of the institution's facilities and program are provided in 

Table 22. 

TABL1.i: 22 

INMATE VIEWS ON FOOD, PROGRA~ AND SUPERVISION 

Inmate Views 

Say that "things like the 
food and sports here ll 

are II wors e for you here 
,than they were at home II 

Agree that IIthere are not 
enough things to do dur­
ing free time" 

Say they have received "a 
lotll or "some" help to 
prepare for future jobs 
"you would like to have" 

Agree. that "some boys can 
get away with too much" 

N • 

Plredecessor's 
Administi'ation 

(%) 

56a 

55
b 

59
b 

74b. 

(203-207) 

Successor's 
Administration 

(%) 

45a 

59b 

63b 

69b 

(248-;!55) 

aSign1ficant at the 5% level; S.E. (diff. %) ... 05. 

bNot significant'. 

Here, too, t.he responses for three of the ,four items 

reflect a more positive attitude among inmate under Smith's 

regime. The smaller per cent agreeing that "some boys can 

get away with 'too much" suggests a reduction in the ex­

ploitation of privileges and of relations with staff, and 

. , 
i 
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implies It 1ll0dif1ed operative mode by staff. It is important 

to bear 1n mind that a slightly more complex system of con­

ditioning was implicit in the changed technology, not a psy­

chotherapeutic model. Therefore. we would expect "reality II 

oriented responses to the program and to staff expectations, 

not "'1naight ll oriented responses. This is indicated in the 

Inma.tes· views on adaptation to the institution appearing in 

Table 23. 

The data reveal an increase in the practical consid­

erations essential to the inmate's release during the sUcces­

sor's administration. e.g., acceptance of the institutional 

n~rm of conform1ty.34 At the same time the data show a sig­

nificant reduction in anti-institutional responses (corre­

sponding to the proportions of such responses in treatment 

oriented lnstltutions).35 This s~ggests an easing of tpe 

conditions which pro~ote anti-institutional norms~ and pos­

sibly a reduction in the coercion and exploitation of in­

mates by starr. It also suggests the persistence of obedi-

ence and deference expectations. 

Inmate Relations.--Two other issues are examined as we as­

sess the inmate response to the management of the successor., 

What are the implications for inmate relationships with one 

. another? Using .inmates against one another in a manner 

characteristic of the ,predecessol"s administration tends to 

'3~ThiS departed from the response pRttern in treat­
ment oriented institutions. Ibid., p. 205. 

35~. 
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Inhibit thp. formation of integrated informRl systems and 

fosters suspicion of one another amon~ inmates. What Is the 

evidence on in~Rte relations and to what extent do the Bub­

system norms support anti- or pro-institutional norms? 

TABLE 23 

INMATE VIEWS ON ~DAPTATION TO THE INSTITUTION 

Inmate Views 

Perspectives on the best 
way to get along: 

Predecessor's 
Administration 

(,;~ 

Successor's 
Administration 

(%) 

~his alternative was not used in the first and sec­
ond surveys or the institution. It refers to the practice 
of toadying to staff. Omitting the number using that alter­
native (assuming that those responses would be distributed 
in the same manner as the others) would have increased the 
pe~ cent or inmates selecting the second alternatiVe to 
seventy-six per cent; the ditrerenee,from the 58% during 
the predecessor's administration is significant at the 51 
level. . 

denee. 
bSignifiea~t at the' five per cent level of con(1-
S.E.(diff.J) a ~.3%. 

\ 
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TABL\-; 2~ 

INMATES SOCIAL RELATIONS AND PERSPECTIVES ON OTHER INMATES 

Relations and Predecessor's Successor's 
Perspectives Administration Adminis tra.tion 

(S) ~%2 
!i~ng ax-Qund \rith t~l$ or 

more boys 59 63a 

Have two or more close 
friends here 10 77a 

Want to see all or more 
inmater, again after 
release 21 33a 

N • (202-208) (246-255) 

aROill) of the differences is great enough to support 
rejection of the null hypothesIs at the 5% level; however. 
the combined probabilities of differences of the obtained 
size all in the .hypothesized direction is less than .0007. 

Table 24 gives data on this question. The propor­

tion of responses to every item in~icates a more positive 

relationship and more positive orientation to peers under 

the successor than under the predecessor. However, in-

creased inmate solid.a.rity may be appositio.nal to the organ­

ization as well as supportive. Most studies of adults' 

prisons have noted the presence of inmates' informal system 

and, until the study reported by Street. it had been as­

sumed ',~hat the oppositional model was ineY,itable. 36,37 

Here we note that data on inmate perspectives have already 

indicated positive views of the institution and the 

36D• Clemmer, The Prison Community (New York: Rine­
bart. 1958). 

37G• M. Sykes and S •. L. />iessinger; "The Inmate So­
cial System," in R. A • Cloward. et al.. Theoretical 'Studies 
1n Soc,j:al Organization' of' the PrIion(New York: Social Sci­
ence Research Council, 1960), pp. 5-7. 
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institutional experience. Below, 1n Table 25. is' evi­

dence; that the inmate sUb-system norms. are not anti-insti­

tutional; rather inmates appear to have incorporated the 

norms of the institution itself. 

TABLE 25 

NORMS AGAINST "RATTING" TO STAFF 

In'mates I Statement 
Choices 

An inmate should not warn 
the staff of a plan to 
beat up an adult 

An inmate should not tell 
the staff of plans to 
rough up the boy's 
friend 

I ~ould not tell the staff 
secretly who was steal­
ing from the kitchen, 
when group punishment 
was being used 

An inmate should not ever 
'tell staff that another 

boy plans to run away 
High opposition to teliing 

staff on index summariz­
ing items above 

N .. 

Predecessor's 
Administration 

(%) 

38 

36 

44 

43 

46 
(199-209 ) 

aSigniflcant at 1% level. 

bNotslgnlficant. 

C.Signlf1cant at 5% level. 

Successor's 
Administration 

(%) 

35C 

(244-246) 

We findth!1tthe inmate sub-system under the succes-
j } sor is more highly developed in a manner that is consistent 

with institutional needs and in a way that is conducive to 

the inmates integrating thle institutional experience within 

j . 
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their normal operative mode. But it 1s unclear whether this 

is so because of changes 1n the composition of the inmate 

population, changes in tho'institutional program or because 

or the interaction of the two. 

Inma,te BacJts;round Characteristics and Inmate Perspectives .-­

Table 26 presents the inmates ~erspectives on the institu­

ti~n and staff according to background characteristics of 

the inmates. The seven characteristics selected for the 

'iUlalysis are those which reflect changes in the inmate pop­

ulation from one executive to the next. Three of the at-

tributes in the table may be linked lOgically to the extent 

of the inmates' deviancy, e.g., seriousness ,of offense, num­

ber of offenses and number of times returned to the institu-

tion. Only the last mentioned was significantly associated 

with inmate~ perspectives, yet the population was not sig­

nificantly different in that respect under the two execu­

tives~ Therefore, it is the differential effect of the or-

ganization on inmates under each exel:1.1tivE". rather than the 

chan~e in population composition alon~. that contributes to 

the shift in the inmates', perspectives undpJ:F Sm1 th. Addi­

tional support for that proposition :1s provided by the data 

on the number of offenses. In this respect the population 

differs si~nificantly from what it was under the predecessor, 

.but the number of offenses was not related to inm:;te perspec-

Uvea. It is :Likely that the change renected by the data 

··15 real and a function of better records on tpe inmates, 

rather than a change in inmat¢ attribute~ under the 

i. 
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TABLE 26 

. INMATE SCORES ON INDEX OF PERSPECTIVES ON INSTITU'l'ION AND 
STAFF,ACCORDINO TO SEVEN BACKGROUND CHARACTERISTICS 

Background 
Characteristic 

Seriousness of major 
offense 

Less seriousa % 
N 

More serious % 
N 

Number of offenses 
Less than threeb % 

N 
More than three % 

N 

Number of times re­
turned to the in­
stitutfon . 

None C % 
N 

~)r;:e or more % 
N 

Age 
15 or lessd J 

N 
16 and older J 

N 

, Inmates with Posit1ve~dices .• 
Predecessor's . Successor's 
Administration AdminiStration 

38 
(66) 
42 

(140) 

42 
(161) 
40 

(48) 

44 
(156) 
31 

(52 ) 

34 
(911) 
47 

(114 ) 

48 
(99) 
42 

(127) 

59 
(188) 
57 

(86) 

61 
(201) 
45 

(55 ) 

70 
(1110) 
40 

(116) 

~ifferences between administrations and categories' 
are not significant. 

bDifferences between administrations in both cate­
. gories significant beyond 5%. 

cDifferences bet~een administrations in "None" cate­
gory and between categories in the Successor's administra­
tion are significant at 5% level. 

dDifferences between categories in Successor's ad­
ministration and between administrations .for the "younger" 
category are significant beyond lS. 

eDitferences between categories in the Successor's 
administration and between administratIons for the "Not In­

'tact" category are significant beyond 5%. (See p. 191.) 
~ fSlgnificant at the 1% level; no inmates from coun-

ties with citie~ over 90,000. (Seep. 191.) . 
gDifference between administrations in "Blue Collar'! 

J: category is significant at 1%. (See' p. 191.) , ,~ . 

i' 



BacKground 
Cha.t'acteristic 

Family situation 
intact, no 
prob1emse 

Not intact 
, 

Rural origin! 

Occupation of head 
household 
White Collarg 

Blue Collar or 
not 1n the 

'labor force 
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TABLE 26 (Continu~d) 

Inmates with Positive Indices 

% 
N 
% 
N 

% 
N 

of 

% 
N 

% 
N .: .. 

Predecessor's 
Administration 

46 
(95) 
36 

. (111) 
41 

(208) 

22 
(l8) 

42 
(179) 

Successor's 
Administration 

43 
(49 ) 
61 . 

(205) 
58 

(252) 

45 
(19) 

59 
(219) 

successor. If only chang05 in the composition of the popu­

lation had contrib':lted to the shift in perspe'cti ves. the 

perspectives of the inmates tmder the predecessor would have 

been a,ssociated with inmate attributes. That was not the 

case. Further. we would have expected to find sO,me tendency 

for an attribute to be associated with perspectives ~ an 

J increase 1n the population having that attribute. That did 

not occur. 

Although data on the population did not reveal a 

significant difference.1n age. (except in heterogeneity) 

that was. an artlfact of the categories employed. When l.;he 

proportion of the population under sixteen is .compared with 

the proportion c': the population age sixteen or older. the 

d11'ference is significant at the 5% level of confidfmce. A 

f, 
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'reversal In the effects of the institution on perspectives 

by age is observ8.!)le and a very significant change in the 

attItudes or younger ~oys is evident. Similar patterns ap­

pear ror other attributes, such as coming from a family that 

was not intact, coming from a ~ rural area, and coming 

from a family In which the'head was a blue collar worker or 

not In the labor force. Evidently, signif.1cant differences 

in perspectives are related to inmate attributes under the 

successor, but not under the predecessor. These facts sup­

port thecon:tention that the change in inmate perspectives 

stem trom the interaction of organizational effects and 

, changes In the composition of the institution's population. 

Unfortunat~ly. neither the size of the popuiation nor the 

types ,or measures employed permit accounting tor the rela­

tive proportions of the variance contributed by each of 

the attributes. the change in administration and interac­

tion be~ween the two. 

The fact that the seriousne~s of offense is not Part 

of the picture. suggests that 'Offenses ,p,er ~ .. Anay -prov'ide 

little guIdance in identifying the effects of correctional 

programs and prescribing appropriate programs. On the 

other hand the age and social background of the offender 

do seem to have' implications. for the kind of program pro­

vided and its effects. 

t In order to ascertain the pervasiveness or the ef-

I tects ot iJunate background characteristics, the same varla­
\ t bles were controlled in an examination ot inmates' attitudes 

t 
~ 
1 
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about "telling" on othe~ inmates and an index on inmate 

solidarity. The results were similar'. The only exceptions 

were the lack of associations between family occupational 

background and rural background and a high index of inmate 

solidarity. Illustrative of those findings are the data on 

ages of the inmates. or the younger 1nmates, 77% had a high 

score on the "ratting if1-;i.s~" (would tell)>> but only 58% of 

the older inmates had a high ~core (Nc 256, S.E. c 6.5%. 

probabil,ity is less than .01). Fifty'-three per cent of the 

younger inmates had a high score on the solidarity index +n 

contrast to 23% of the oldar inmates (N=256. S.E.= 6.3%, 

.probabl1tty less than .001). It is evident that the 

s~ccessorls program produced differential effects on the in-' 

mates accordIng to inmate attributes. Program effects ~ 

change~s 1n the composition of the population contributed to 

the shift in Inmate perspectives of the 1nstitution~, inmate 

.. sol1darl ty and inmate norms on rat ting. 

summar;t 

In this chapter we have linked the operatIonal tech­

nologies of the ,two executives to the staff perspectives and . . . . 

relational methods that sta,ff emp loyedwitfl lI~mates. an~ in 

tUrn the staff perspectives and relational,method~ t~ the 

1nmate perspective's and sub",:,system formation. We. have noted 

that ce,rta1n problems were manifest for each executive that 

. were peculiar to his internal strategy. and als~ that there 

have 'been a set of consequences for the staff "and inma~e 

BUb-systems that reflects the strategies of the r~sPective 

., 
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execut1ves; The predecessor, in a more vigorous, thorough­

going manner, attempted to direct all a$pects of the 1nstl­

.tutlon's operation. His authoritarian manner and inclina­

tion to supportover-strictncss rather than lax,H.y and need 

to maintain absolute controls over both staff and inmates 

promoted a rigid hieI'archal scheme In which inmates were 

incorporated in the 1nterest of the institution. There was 
'. 

little identification with inmate interests, and thus we 

tind that inmates tended to hold essentia.lly negative per­

spectives of the inst1tution~ its program, and its signir~ 

~' lcance for themselves. 

In contrast, the minimal changes invoke~ by the suc­

cessor t despite gaps between his intentions and the staff's 

capacity to implement them. managed to convey quite a dif­

ferent'notion of the institution to inmates with modest, 

though visible differences in inmates perspectives. How­

ever,. .it is also evident that in par;; the change was due to 

a different populat1on of inmates. The changed population 

vas somewhat more malleable and more accepting of demands 

tor conformity, and deference (consistent with their youth 

and the deprivation of their home background). The institu­

tion inculcated a more positive pers~ectlve of itself, 

greater acceptance of institutional norms without the anti-

1nst'ltUt1onal reactions characteristic of obedience/conform-

i itl ~ype institutions.: 
! f Although t~e modest changes sought in organizational 

~~ purposes left the 1nstitution at the obedience/conformity 

" 
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region of a custody-treatment continuum. the changes pro­

duced a mOdified impact on the inmates and reflected a dif­

ferent relationship with the environment. The f1ndings re­

veal the kind or limited response to prevailing trends that 

1s possIble under the environmental conditions and organiza­

tIonal character that existed for the successor 1n acceding 

to off1c'e. But. they also indicate the range of options 

available to the executive and the potentlal of those op­

t1ons. In addItion the interdependence of internal and ex­

ternal operations In the life of the organization Is appar­

ent. 

: t 



CHAPTER VI! 

'SUMMARY AND CONCLUSIONS 

Introduction 

We have examined a correctional institution tor 

male Juvenj,~l;'s under the adm.inistration of successive execu­

t1v,es. The instItution was of the obedience/conformity 

type according to an earlier study a,nd had been found to be 

stable at the time of that studY.'! t~ubsequent to a change 

in executives and turnover of all starr. excep~ the chap­

lain. the InstitutIon was re-examined. The environmental 

conditions and external strategies of \;h.e new executIve 

received special attention to illuminate the adaptation 

bf this type of inst1tution. 

Substantive goals of the executives .t"ere derived 

trom an analysis of ~our underlying elements: (1) executive 

backgrounds. (?) the "definition of the situation. ",'(3) the 
~ , ? 

terms of 'succession and (4) the organizational character.-

The goals speCified by the executives and their ex~ernal 

"and1nternal strategies were compared. 3 

The external strategies prov1ded the ba.al,s for de­

tel'ltdnlng the organlzat1onal,..envlronmental re,latlons and 

their re,c1p;l'ocal influences. The organization was tveated. 

1Street. V1nter~ and Perrow. op. cit .• pp. 264-268. 

2Supra. Chapter IV. 

3Supra, Chapters V and VI. 
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as the focal position of interest groups that were relavant 

to various organizational needs. The exchange of influence 

was mediated by the boundary role definitions. which was .an 

aspect of the executives' (~ltternal strategy. Executive ori­

entation to the environment and the organizational goals 

provided a bas~s for ~nferring the role performance mechan­

,isms employed by the executive. The size of the organiza­

tion set, its integration, and the advertency, saliency and 

~otency of interest groups in the organization seti provided 

the bases for inferring the influence of various interests. 

Internal strategies were viewed as the means for 

implementing the goals that the executives had specified 

and included the organizational technology, expected staff­

inmat~ relations and the communication-coordination tech­

niques for managing the organization's thrust. The impact 

of the thrust was inferred from the inmate norms, perspec-

tives and sub-system structure. 

·The basicassurnption is that neither external nor ;, 
internal operations alone suffice for managing a viable or­

ganization or protecting executive tenure. It is hypothe­

sized that, between the two. the demands .of external forces 

dominate interna.l forces in shaping organizational behavior. 

Summary of the Findings 

The Il'tajor substantive i'indings of the rese<Lrch are 

listed In br.;ief form below. Following the list, ~.iach of 

the numberfld·i terns will be discussed in oI'der. rL'he 
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discussion of each item will consider the contributing con­

ditions, implications for other aspects of the study and 

propositions that the flndin,gs support. 

1. Organizational goals we~e stable over a five-year 
period (within the obedience/conformity region of a 
custody-treatment goal continuum), despite minor 
variation 1n goal emphasis. 

2. Both executives manifested tendencies "to restrict 
the observabil1ty of the institution," but the suc­
cessor, because local .origin aJ'ld external powel~ gave 
him security, exposed his staff to comparative ref­
erence group'!'.'. and engaged in extra-organizational 
relations that differed in type from those of Jack-­
GPO. There was greater organ1zational accommoda­
tion to external pressure dur1ng Smithfs tenure. 

-, 

3. Changes in the,organization!!1 technology by Smith 
contributed to weakening the traditional thrust of 
the institution. Incipient blfurcat.ion was evident 
and staff perspectives were more diverse and 1nco.n­
slstent. The balance .of power among staff groups 
changed. over-all tenslon.was less. but relativel.y 
high tension developed between certain staff groups. 

> Inmate use was modified and the length of stay was 
reduced. ' 

4. Under the successor, inmate perspectives were more 
positive and sub-system solidarity was higher) than 
under the predecessor; also, the inmate populatign 
was younger, from more rural, more deprived bac~­
grounds and more homogenous, than under Jackson's 
regime. The change in irunateperspectives and sub­
system formation w'as associated with difi'erences in 
the program, differences in thelnmate population 
and interaction between the two. It wa~ not related 
to length of stay. ---

The sections discussing the above findings are: 

(I) organizat1onal goals, (2) extra-organizational strategy,· 

~l-i'lvlronmental relations and imp11cations for the organiza­

tion. (3) impl1cations of executive internal strategies for 

organizational structure and staff s~b-systems ,and (~) e~­

ecutive internal strategies and inmate sUb-system responses. 

, It 
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Organizational Ooals.--The two executives shared similar 

perspectives of human behavior, of delinquency, and of its 

causes and cures. Both executives owed their appointments 

to the political patronage system, but each came to the of­

f'1ee under different conditions and each represented a some­

llhat dirrerent approach to the management of the institu­

tion for bis party. Also. each executive differed in back-

ground. 

The predecessor was a "crisis" appointee, who bad 

to "clean up" the institution to protect<'his party's image. 

His background as a teacher, his "professional" training 

and response to laxity in the administration of the execu~ 

tlve that he replaced tostered an empbasis on firmness and 

objective $ more detached relations. Because these' views 

were imposed on authoritarian notions of human management • 

. he failed to cO\llIllunicate the idea ot "understanding" which 

he intended to accompany his human relations principles. 

The successor was selected because of his local background 

. and experience as sheriff in the county where the institu­

tion was located. His appointment was traditional, in that· 

it. too. followed customery patronage practices and occurred 

after a change in state administration. Although the suc­

cessor Caced similar demands, "to enhan?e t.he image of the 

party," criticisms of his predecessor's regime provided a 

different orientation to the institution. He had to avoid 

t'he harshness ot the previous administration. continue the 

orderly management of the institution and imprOVe. on his 

, ,. 
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predecessor's record. 

The predecessor had employed the report of a Citi­

zens' Committee as his major guide in attending to the 

physical facilities of the institution. The successor did 

likewise, but he also had access to the study of the organ­

ization during his predecess·,r's administration and was more 

su'ccessful In his efforts to prcvide evidence of his "effec­

tiveness.,,11 

Jackson J as a member of the minority party, and 

from outside the county, had limited power to influence the 

funds allocated to the institution. To meet patronage de­

mands, after the defeat of his party in .the mid-term elec­

tion~ be bad to discharge the remaining personnel affiliated 

with the opposition and make room for party members. In do­

ing so, he antagonized the local community which had a pro­

prietary 1nterest in the 2nstitution. Smith represented 

local interests, and because of his affiliation with the 

domlnant ~arty and personal ties with prominent legislators 

and Judges (through his experience as sheriff), operated 1n 

a different climate than the predecessor. Purth~,r~ his 

career aims Were satisfied by his appointment as executive, 

Whiie, the predecessor sought to enhance his political career 

by Using the executiveship as a stepping stone. 

Each executive formulated goals which were- much 

alike. 'since both shared perspectives that prevailed in the' 

-The study referred to 1s that reported in Street, 
Vlnter. and Perrow. 2E..:-ill. 
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region and both occupied a precarious appointive position. 

However; 'there were two major differences. Jackson was com­

mitted to oVercoming the laxness of a prior administration, 

which implied more order and greater severity in his pro~ 

gram; also, his background and political ambitions led him 

to manage, personally"the full range of external and in­

te~nal operation$. Despite the simplistic program, the num-
• "1-

bel' of operations. alon~made it impossible for him to be 

adequately informed and to control all activities. In con­

trast, Smith had to reuucethe harshness of the earlier ad-

'- ministration an.t still Il".alntaln order. The absence of pro­

fessionalism and higher education in his background per­

mitted, even encouraged, a more personal approach to inter­

pElrsonal relations, and greater dependence on upper-level 

staff and external interests. In addition, changes In the 

pOI~er baJ,ance within hili 01l-n party and in the structure of 

the parent org~~lzation~ ult~ately implied a slight shift 

in Smith's mandate (toward more extensive inmate chan~e). 

The predecessor was committed to obedience/conform­

ity goals, which were to be achieved by strong negative 

sanctions, with overt con~orm1ty and deference as evidence 

of success. The successor wa~ also, committed, to the 

obedience/conformity model and employed a sImple, condition­

ing technology. But he was concerned about the implica­

tions of coercion, as vf!ll. He advocated voluntaristic com-

" ' ~iance as a means for managing inmates a'nd exte,nded the ,-. 
range of sanctions to:"inelude positive and~egatlve 

; , 
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reinforcement. He lncr~ased control over inmate Indoctrina-

tian and over the use of in.l1stes and reduced l1ne-starr con­

trol of punishment and influence over length of stay. Smith, 

also. reduced the length of stay and procured a more homo­

geneous, more manageable population~ consistent with his 

prog~am philosophy. 5 " 

Despite the fact organizational goals were stable 

over a five-year period, in contrast to the one-year period 

. In the earlier stu,dy ~ a number of comb:!.natlons and permuta­

tions among goal emphases seem possible within the obedience/ 

cOn1'ormity goal range. It appears that each type or insti­

tution categorized by Street occupies a range on t:.! ~oal 

c~n~inuum, not a precise point. 6 Although substantive goals 

dirrerentlate organizations that are proximately similar, 

~ore fi!xact measureS" and better identl.fication of relevant 

dimEns10ns are needed to dlscriminatebetween highly similar 

organizations. The findings cited above permit general~z-

1ng to tWo'areas central to this thesis. First, the~ con .... 

tribute to assessing the relationship between externcll ,and 

internal lnfll!~nces on organizational behavior~ Sefond, 

~hey may help sp'eclfy the dimensions and measures essential 

tor more accurately dlfterentiatlng. among highly similar or­

ganizations, as well as some of their effects. 

The findings on'organizational goals provide the 

5~. pp. 209~21l. 

~Street. Vinter, and Perrow, Ope cit. 

j, . 
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bases for hypotheses about variation in the external and in­

ternal strategies of the executives. Although goal difter:­

ences are min1mal, the local background of the successor 

and the domipance of his party imply wider ranging ~nd more 

intimate extra-organizational relations (within the tendency 

to restrict organizatIonal observability predicted for both 

executives). Therefore. a higher level of in1'luence" 

exchange and gx'eater organizational accommodation to the 

environment would be hypothesized for Smith than for Jack­

son. The minimal shift in goals. also, supports the propo­

sition that or.ganizat1onal technology) staff perspectives, 

staff-inmate relations and inmate sub-system responses 

would be const~lt from one administration to the other. 

However, if t,he hypothesis on organizational accommodation 

to the environment 1s confirmed, then the implications of 

the substantive goals are moot and the effects of contradic­

tory influences will provide evidence bearing on the rela­

tive potency of external and internal operations ror shaping 

organizational behavior. 

Extra-Organizational Strate~~. Environmental Relations 
and Implications ror the Organization 

Rev+ewing the findings on environmental changes and 

organizational relations with the environment subsequent to 

the change in executives, we note that three propo~als 1'or 

legislation initiated in 1957 ~ by progress,ive interest 

group~ were finally passed in 1965. The substance of the 

legislation in'eluded the abolishment of capital .punishment~ 
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the revision of thecrlminal code and the creation of an 

autonomous. professionalized. department of corrections. 

Three other events suggest pressures for a change in the or-
N 

ganization's mandate: the citizens' committee,'s report. a 

new head for the parent organizati~h and the establishing 

of a 11aison position linking all correctional programs 

with th~ parent organization. (The earlier study reported 

in Street, Vinter and Perrow might also be considered a 

source of pressure.)7 Nevertheless ~ we found the goals of 

the organization remained essentially unchanged. 

Bearing in mind that the correctional measure was 

em~sculated 1n passage, it is evident that progressive in­

terests came out second best 1n the confrontation with local 

proprietary interests and the political machine. If we also 

opserve that the resources that were provided subsequent to 

the appointment of the liaison person were appended to the 

institution rath,er than incorporated within it. the legit­

Ima~y and public support for a change in the mandate ap­

pear to represent a change in form. not in function; thus 

'characteristic of the 1solative. dual forms of political 

culture attr1buted to mixed societies in transition. 8 Ohlin 

Indi~ated that' considerable effort and skill had to be mo­

bHlzed·bY interests seeking to modernize correctional 
--.....\'~M ______ _ 

1Ibid • 
8 . 
G. ~. Almond and J. S. Coleman, ads. The Politics 

of Developing Areas (Princeton: Princeton University Press;' 
,19601, pp. 11-64, 532-558. 
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praetices, because of the entrenched position of traditional 

interests,9 He also alluded to the ". • , large and impor­

tan~ networks of interests that are involved 1n correctional 

act! vity ,It and the danger of considering only obvious al­

lles. 10 

In the present case, a close examination o~ the sit­

uation reveals that local interests were extremely important 

in the destiny of the institut10n and together with ,the po­

litical machinery were able to block progressive legislation 

on c~rrections. Other modernizing legislation, e.g., 

,abolishing capital punIshment and revising the criminal 

c~de, was passed because of support by pervasive, primary 

relational networks. (Tbe former bene Cited from the sup­

port of t~o "institutionalized interest groups," religion 

!¥ld education. and the latter had the sup~ort of' an "insti­

tutionalIzed associational interest group." the state bar 

association.) Local elites with access to the primary', re­

lational networks were not engaged in tne change proce~s.by 

progressive correctional interests, whose lnfluentiaJ.s did 

not have access to the local proprietary interes~s that dom-
'. 

inated the state's institutional program. 

The above rindings point to three elements that are 
, 

Significant for organizational adaptation stabil1ty issues: 

(1) interes~. ,~r~up I?t;ru~ture, (2) the inter-system distance 

99hl1n • 02. e1t., pp. 128-129. 

lO~. 

i 
) 
l ' 

" 

i 



206 

and (3) the' relational or communication techniques Qrevall-

ing. These findings are consistent with the work of Lewln l 

and Katz and Lazarsfeld. as well as with the theoretical 

statementa advanced by Litwak and Meyer,ll.12,13 The find­

ings also deny that progressive correctional interests are 

able to modify directly organizational mandates toward more 

rehabilitative ends by merely increasing their influence 

among top elites. Quite obviously. locals exercise a power­

ful veto. 

The findings on the size and structure of major or-

. ganiza~l'onsets x<elevant to the institution and on the ex-. 

ecut·ives' relational methods inform us further on the envi-

ronmental-organizational e~change of influence. There were 

sharp differences in the techniques employed for secu~ing 

~unds. facilitating releases and managing inmate input. 

From the variations we draw inferences about the signif~ 

lcance of differences in the structure of the organization 

set and about the boundary structure and relational tech~ 

nlques appropriate •. 

In the first area ment:!,oned above. the influence 

structure was pyramidal in form. The pr~decessor had to 

11K• Lewin. "Group Decision and Social Change,!! 
Readings in Social Psycholog~, ed. T.M. Newcomb and E. L. 
Hartley (New York: Henry Holt & Co., 19~7). 

12Katz and Lazarsfeld. cp. cit. 

~3Lltwak and ~eyer. op. cit •• pp. 33-58. 
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engage a large ~umber of interests, while the successor 

traded volume for potency.by engaging a limited number of 

Influentlals nearer the apex. On the other hand, it is not 

possible to secure the economy of effort by trading volume 

ror potency when a pluralistic structure exists, e.g., in 

the case of relatively' autonomous child welfare offices. the 

courts) or heterogeneous ser.vice agencies. 

There is little doubt that the successor's great~r 

extra-organizational power, in'part derived from his local 

background. enabled him to, exercise more control over the 

.all~catlon of organizational positions and, thus, enabled 

hi,m to risk Using his core staff In extra-organizational 

tasks. He was able to increase placements behond the re­

'quirements made of his predecessor~ by the wide-ranging ac­

tivities of his social service director. The primi~ive in­

tegration of the Juvenile court system. ~hich was eVident 

in the formatio~ of a juvenile court judges' association, 

contributed to the successor's ability to disseminate his 

ideas ab"out the institution's program and appropriate Ju­

veniles. But~ obtaining control over the intake ~process and 

the type of inmate was accomplished at. the cost or accommo­

dating a,larger flow or inmates 'and a reduction in the length 

of' stay. The~ predecessor, who dealt with a less integrated 

set of courts s did not appear concerned about accommodati~~ 

to their needs. "He required fewer post-release placements 

and he and his soolal service director' worked through the 

() state offices rather than with local agencies. It is 

1 •. /,'" 
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impossible to 'say how much these policies may htwe con­

tributed to cl'1tlc~sms of his administration. 

We note that as the nUmber of sets and the number of' 

interests In each set increased (as Smith expanded the or­

~anlzation's search). Smith assigned more staff' to special 

segments or the environment. He did not divide his admin­

istrative runctlons 1n1;0 "inside" and "outside" components. 

rather. he sub-divlded each of the two areas. Whether that 

represented a deliberate. rational attempt to manage a large 

and diverse envIronment, or a natural accommodation to his 

own limitations and strengths, is diff'icult to say. In 

e~ther event» 1t proved effective in coping with exter~al 

forces. but posed problems of integration and organizational 

con'sis teney. 

Implications of Executive Internal Strategies for Organ­
izational Stl'Ucture and the Staff Sub-System 

, , 

Proposltlons.--An increase in the extent'of inmate change. 

emphas1zed by organizational goals, is associated with: 

1. an 1ncrease in the qualifications of staff. 

2. a more d1f'ferentiated organizational structure, 

3. increased complexity of internal operations • 

4. 1:ncre,ased specialization within the administration 
or ~~e organization, 

5. a shift In the power balance ,among staff grol\ps, 
e.g., Q:-Qre POWer will be allocated to groups whose 
tasks attain legitimacy in achieving the cha,lge in 
the .1mnates. and a decline in power ~l1ocated to 
groups ~hose tasks decrease in legitimacy for 
achieving inmate change. 

I 
", 
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a reduction in the seve~lty of sanctions per~ 
ce1ved necessary b~ starr.14 

Flndings.--The data on organi~atlonal structure refuted 

proposition 1. Three factors seem to account for the find­

ing: first» the influence of ~=a.1. interests and the ab­

's'ence of more highly quallr1ed personnel in the community; 

s'e,conct, low salaries that dld not; attract personnel wIth 

special education or training (~th expressed an interest 

In Bocial work starr~ but the activities that he had in 

mind, cas'ework with a large nu:tt!::-er of inmates, weuld have 

been inconsistent with his program.; third. the minor varia-

. tlon in goal emphasis !,i1d not demand an increase in stafr 

q~ali ty beyond the outside reSO'lr.~'"Ces provIded). 

Pro}>cslti~ns 2-5 receiVed. support and, thereby. ap­

pear to be the maJor factors ~ the inmate change whIch was 

pbserved. The data on the formal structure (see Fig~ land 2) 

suggest a more cJ;ear-cut departlrentallzation~ an increased num­

ber of hierarchal levels i.n one section of the organization, 

an emergent division or labor bet~een executive and his assist­

ant (an ~nciplentblrurcatlon) ant:! to some extent the school 

l4The propOSitIons provided for this and the next 
'section are offere'd as a heuristic device. They bear on the 
fIndings in the last tvo .Ite~ of the summary list and pro­

. vide evidence from the stafr and 1nmate surveys ~Brevity 
~8 enhance,d and the ap'parent contradictions in the findings 
are mad,e eJ;pl1c1t for analysis. It .i8 assumed that the di­
r~ct1on of organhational develCilll!ent and change follow the 
custody-treatment goal continu~; and the propositions are 
based' on staff anrii' inmate phencmena that Street. found asso­
ciated with various goal-type O-~Izations. In that sense 
they replicate. ,the earlier study and 1n part test the sta.­
bil1ty o.f the relationship bet11!een goals means and enc~s in 
obedience/conformity ~nstitutlons. street. Vlnter. and 
Perr~w. op. cit. ' ' 
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principal. 15 'l'ables 5 and 6 imply increased power for the 

co~tage parents and school personnel. who were the prime im­

plementers of the slightly modified program, and less power 

for farm and work supervisors and the social service direc­

tor J6 The specialization appears to be. "task integration. It 

rather than organizational integration, and was accompanied 

by independence among task groups, lower levels of tension, 

and diversity of stafr perspectives .17 Proposition 6, re-

ceived some support in Table 16; but, on the whole. incon-

sistent and diverse staff perspectives suggest that the 

modest change in goal emphasis was not reflected in staff 

p~rspectlves. 18 However, the internal segmenta-::lon of the 

program, constraints against physical punishment, reduction 

in line-stafr autonomy and' explication of rules, governing 

the j,nmate ranking system seem to have produced ,'1 dllution 

of the organization's traditional thrust. Certainly, the 

weakened traditional thrust, hypothesized above. w~)uld be 

conducive to and would facilitate additional goal modifica­

tion. Table 19 also tends to support 'the modestsh1ft sug­

gested above. However, the diversity and inconsistencies 

() of starr perspectives also could have a .. ~isen from Smith I s 

ineffective communlcat.ion, indoctrinatil)~l and coordination 

techniques. Stafr may have received mixed, ambiguous 'cues 

15Supra. pp. 1~O-1~8. 

Hisupra. ,pp ~ 152,,154 .• 

17Supra. pp. 155-162. 

~8Supra. p. 176~ 
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fx om the executive. or they simply aid not know how" to impl~­

ment .his expectations and he. did not. or was not able to. 

help them. 

Executive Internal Strategies and 
Inmate Sub-System Responses 

Propos~tions.--An increase in the extent of inmate change, 

e.phaslzed by organizational go~ls, is associated with: 

1. more positive inmate perspectives of the institu­
tion and staff, 

2. increased identification with institutional norms 
by the inmates, 

3. increased sub-system formation among inmates. 

Fj,nding,~,"'-The three propositions above were supported. Ta­

bles 21 and 22 provide clear evidence of the positive atti­

tudes of the inmates toward the institution and toward staff, 

While Tables 24 and 25 support proposition 3. 19 But. changes 

in the organizational technorogy, staff perspectives and 

manner of relating to inmates did not reveal the marked 

shift that a change in pOSition on the goal continu~m would 

denote. It seems unlikely that the slight ~hange in goal 

emphasis would produce the marked changes in inmate perspec­

tives and inmate relations that were detected. Although, 

the population changed significantly from that of Jackson's 

adminlstration,20 the application of controls to inmate at­

tributes' confirmed the impact of the slightly modified pro­

gram on i~ates.2l However. the impact was greatest on 

19Supra, pp. 183, 184, 187 and 188 • 

20Supra, p. 181 • 2lSupra, pp. 190-191 
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inmates with certain oharacteristic's, e.g., those t~at typ­

ified the change in population. 

'rhe population of the institution during Smith's 

regime was more.homogeneous, which suited a program designed 

for mass handling of inmates. A significantly larger pro-

port.ion of boys were younger, from more rural areas. from 

families which were bro.ken and from families in Which the 

head 'of the household was either unemployed or a blue col­

lar wQrker-.
22 

Those attributes s,uggest a youth less likely 

to be autonomous and self-sufficient and, therefore, more 

,likely to ~ccept adult authority. In addit:!.on, it .is quite 

obvious that, as a group. they had more deprived back­

grounds. The. two crucial variables bearing on inmate per­

spectives and sub-system formation were the "gratif1cation­

deprivation balance" and "rigorous staff control.,,23 De-

privationls a .relative concept and the obverse ofj.staff 

c~n~rol is inmate ri.ghts. The meshing of a weakened tradi­

tional program with strengthen~d innate rights and a more 

deprivep inmate population yielded an organizati.o,nal product 

that, .in some respects. resembled' th.at of ins ti tutions 

closer to the treatment end of the goa;L coninuum. 

Conclusions 

The evidence above indicates quite clearly the dis-

tinctions between the predecessor .and successor executives 

.22~. 

23 4 street, Vlnter, and Perrow, op. Cit., pp. 22 -225. 
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and the chain. of consequences that. followed the rath,er mode'st 

changes that took place duringSm1th's administrat~on. It 

should be clear that these changes were not wholly the dOing 

of the successor. Considerable data indicate his sim1l,arity 

to the predecessor, and correspondingly, the extent, to which 

his program was continuous with what. existed when he took 

office. 

The fact that he had been in office about three 

years prior to any extensive shift in program pOints to 

, three facts. First. because of the autonomy of the execu­

,tive, the precariousness of the position and his strategic 

location for controlling information about organizational 

events, innovation is difficult and playing it safe is easy. 

Second, in a public institution, clear support for change 

from the parent organization is essential. Third., adequate 

means of' observation and' communications are required. for 

effective organizational intelligence. ,e .g., the lIaison 

, person provided by the parent organization. In this study. 

it~ppeared that the successor, even though holding some 

perspectives c~msistent with a more benign program,. needed 

considerable pressure from the parent organization tor 

slight movement toward more rehabilitative emphasis. The 

obediencelconf'ormlty model; from within. the institution it­

~elf. is a self'-fulfilling prophecy. The ~ institution-

al structuz'e of this model usually denies the executive 

.~ information, necessary for evaluating hil'\ program by any 

other' criteria. However~ obedience/conformity 1;ype 
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institutions are not free of environmental influences "as the 

administrations of both executives 'clearly indicate. 

Two other areas bear on our ConclUS.!.I'1S. The pro­

prietary interest of the local community. while somewhat ex­

treme in this case, 1s not atypical. The residents in the 

vicinity of any .correctional institution tend to be skittish 

and concerned about escapes~ thus they are the most salient 

. segment of the gen~ral public. Whenever an institution is 

8eparated from a large metropolitan center, the nearest com­

munity is a likely residence for employees of the correc-

, tional institution and thus it has access to information 

about daily organizational events. in addition to escapeo. 

Therefore. it appears that progressive interests mu~t neu­

tralize an extremely sensitive se~ent of the public. :trJ 

order to facilItate greater acceptance of more progressive 

notions abo.ut corrections. even juvenile corrections. In 

this studYJ the importance of the local backgro~nd or the 

successor cannot be underestimated. Because of his local 

alliance. he had free~om that was not available to his pred­

ecessor, particularly in his se f1 urity abqut staff. This 

en~bled him to sendstRff to conferences and meetings and 

expose them to R wide r~np;e of A.ltern;=Jte perspectives. 

Even the reduction in the length of stay. Wh~ch was 

a trade-off for control over the intake process and Which 

facilitated inmate 1ndoctri~ation, was possible only because 

or the relations thRt existed between the institution and 

the lonal community during Smith's tenure. It was the 

,.' 
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exchange of demands with the courts that permitted Smith to 

secure the population that fitt.etl his program and, in ef­

fect,'signalled a modified ideology.24 

The other area of concern bearing on our conclu­

sions relates to the relative power of the two executives. 

Clearly Smith. as a member of the dominant political party. 

had less need to fear the implications for his part~ than 

Jackson (althOUgh.he did. nevertheless). Jackson was bur­

dened by a depression with visible effects on his budget. 
. . 

but it is debatable whether he could have significantly bet-

tered the institution's position, evan in prosperity. The 

state's economic recovery was quite marked by 1960, yet the 

increase in the institution's bUdget was small compared to 

other state agencies. 

The two points above. along with the circumstances 

t~at led to the successor's modifications in his program. 

serve to highlight the importance of environmental influ­

ences on the institution. It is inconceivable that the in-

stitution studied could have obtained an executive that 

would have been willing and able to institute changes with­

out the support of the parent organization, a great d~al of . 
effort in the local commun.tty, and support of the dominant 

political party.f5 He would have required autonomy that is 

24 , Supra, p. l2li. , . 

25This indicates the integration of substantive goals 
and the iocal community environment, Clearly "local," rather 
than "cosmopolitan" perspectives, constrain toward stability. 
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not usually available in a public system, because ot the 

Multiple links ot the local public with the state, e.g., 

local residents on institution statt and taxpayer-voter 

status. 

The signitican~e 'ot environmental influences on an 

obedience/conformity type institution. such as that exam­

ined here, appears well documented, even in the face of the 

considerable amount of power that the executive held in this 

case. It is the local environment that dominates pressures 

\, toward "ideological change, It but it may have considerably 

leas plll\re~ to influence "technolo~ical change." 

Several other general propositions are supported. 

but in view of the single case examined, need to be consid­

ered hypotheses. rather than 'tested proposit1ons. First. 

the ability of an executive to manage observabillty arid to 

control the f'low. of' information across organizationalboun­

daries is directly related to the power of the exe,cutive. 

Second, the po~ency of interest groups is directly related 

to their social and geographic immediacy to the organiza"': 

t1on. Third. the potency of progressive correc~ional in-

. terests is inversely related to the integration of t~'adi­

tional interests and directly related to'the technological 

and professional development of the region. Other factors 

b'eing equal. it (potency of progressivf! interests) is also 

posit1vely,but indirectly, related to the pressure placed 

on the correctional program by high delinquency rates. 

Fourth. within a single institutional type, e.g., 
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obedience/conformity, a range nf boundary stru~tures. each 

with its own implications for organizational-environmental 

influences. are available to the executive. Fifth, the 

more integrated the interests of an organization set are. 

the greater the potential impact of external contacts by the 

organization. e.g., the association of Juvenile courts Judg­

es and their conferences allowed Smith to work with the en-

tire set. accommodating to their responses and exploiting 

areas of support. Corollary: The more integrated the Inter-
\. r ~ 

ests of an organization set are, the greater. the potential 

impact ~fits cOE~~~ts with the institution, c.g., consensus 

among the 'courts about standards for the institution would 

increase the available sancCions and would be more likely to 

secure organizational accommodation. Sixth, ~he executive's 

orientation to the environment Is a function of the external 

power of the executive, i.e., the is&'eater the executive's 

power, the less implacable the environment. Seventh, tradi­

tional patterns of executive authority (superordination_ 

subordination) withi~ an institution are antithetical to 

programs requiring staff disc~etion and autono~;. further. 

it tends to create barriers to effective inculcation of de­

sired st~ff attitudes and p~rspectives. Eighth, the program 

man,Up-st by this institution is a Short-run, expedient pro­

gram with problematic potential, e.g., policies governing 

release provide for parole to inmates under seventeen years 

of age; at the same time returnees are required to serve, , 
longer periods than :first admissions; thus. the prCJ6ram is 

, 
r 
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creating a large population of parolees, whose length or 

stay must be greater than the present capacity and inp~t 

pressure will tolerate (unless the program is so effective 

that an unusually low proportion of parolees are returned, 

or they are remanded to 'higher courts).26 

We have treated the conditioning p~ogram employed 

in,this nbedience/conformity institution as though in some 

ways it is inferior to "more complex" and "more sophisti­

cated" Psycho~analytic or Psycho-therapeutic models. In 

~part that has been due to the readiness of the Simple condi­

tioning program to regress to a 'punitive model. Further, 

the most simple model does not seem to have the rang~ and 

£lexibility that treating human beings requires. However, 

recent 'advances in operant conditioning and reinterpreta­

tions of ~ransactions in psycho-therapeutic processes sug­

gest that conditioning' possesses considerable resocializa-

,t10n potential: 27 Therefore, add1tl.onal research is 

260£ course they can change their rules and not 1n­
cre?-se the length of stay for returnees. 

27 . 
J. D. Findley, B. M. Migler and J. V. Brady, "A 

Long-term Study of Human Performance' in a Contiriuously Pro­
grammed Experimental EnVironment," Space Research Labora-' 
tory, Technical Report Series (College Park, University of 
fo1aryland, Department or Psychology, 1963);' I. Goldiamond. 
"Self-Control Procedures in Personal Behavior Problems," 
PsYchol~, 1965, (Mo!1ogr. Suppl. 3-Vi7)" pp. 851--868; 
L.Krasner and L. P. Ullmann, Research in Behavior Modin,ca­
tion (New York: Holt, Rinehart, and Winston. 1965); o. r-Ul­
ton; ed •• Behavior D.!sorders: Perspe.:tives ~nd Trends (Phii­
adelphia: Lippincott. '1965), pp. 237-26i; A. W. Staats. ~d •• 
Human Lea'rnlng (New Yorlp Holt. Rinehart. and Winston. 19611); 
V. o. T;rler, Jr.,. "Exploring the Use of Operant Technique:;; 
in the Rehabilitation of Delinquent Boys," Paper read at 
Amer. Psychol. Assoc., Chicago, September. 1965); L. P. 
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indicated in the application of behavioral modification 

techniques to juvenile delinquents; it may very well be that 

better understanding of delinquency as well as treatment 

processes will find a place for the more economical, prag­

matic. reality oriented programs. 

~e findings of' this study, also indicate that "Who 

is being treated" and the means are interrelated'. Even an 

institution in the obedience/conf'orm1ty range of' the goal 

continuum can produce positively oriented inmates who trust 

and relate to each other., 

This institution revealed no "ideological change." 

but SUccumbed to pressures f'rom its management of' r~sources. 

Thissugge3ts hOI>! progressiVe' correctional interests may in­

directly inf'luence organizational p~ograms and goals. Be­

cause of ,increase public attention to delinquency. law en­

l"orcement agencies and courts contributed to populati~/h 

pressures on the institution. AlthOUgh the Short-term 

adaptation produces an apparently "improved" prodUct with 

little cbange In organizational technology, 'the crisis im­

plicit in the current program could very well promote im­

proved correctional practices. 

If societal change is manifested in increased 

Ullmann and L. Krasner, ed., Case StUdies in Behavior Modi­
ticatlon (New York: Holt, Rinehart, and Winston, 19 65); R. 
E. Weber. ed •• Education and Delinquency (Office of' JUvenile 
Delinquency and Youth Development. Department of' Health, 
E'du'cation and Welfare. 1966); J. Wolpe, "Isolation of a Con­
ditioning Procedure as the Crucial Psychotherapeutic Factor: 
A Case Study." JnL Nervous Mental Dis., 19'62, 13lJ. 316-329; 
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differentiation and speclalizati~n, then the narrow scope 

of this program implies institutional sp~cialization. The 

basis for the specialization may not be sound, but it may 

provide a stimulus to the formation of alter~ative programs 

for handling the population excluded from this institution, 

returnees, or other special populations. 

'Some Policy Cons1dera ti cns in Promot i.n~ Beni12l 
Programs for.Juvenile 'Correction~ 

Although salaries were low at the institution that 

was stUdied, there are a large number of institutions with 

low salaries. Generally salaries are relat~d to general 

wages and the cost ot living in an area, so low salaries Qer 

se need not handicap an institution in a~quiring adequate 

personnel. Other Job conditions seem Just as important and 

some of the more important are recognition, ,in-service train­

ing and salary increments based on demonstrable increases in 

knoWledge and/or skill. 

Other non-wage factors might be to emphasize the 

personal satisfaction of institutional POSitions, or the 

contributIon .to society, e.g •• the value of fifty" or more 

years of productive life for inmates. the importance of 

properly evaluating the responsibility of soclety to youth 

and the importance of helping youth assume responsibility. 

More intensive programs oriented toward the immedi­

ate community in Which the institution is located are re­

quired. SUch programs might seek to incl.ude members of the 

community on advisory boards for institutions. They might 
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include some provision for indemnificatlor of local citi­

zens against property losses. (There have already been 

proposa16 to reimburse the victims of crimes for their loss­

es.) They should attempt to break down misperceptions on 

the part of the community a~a overcome inmate feelings of 

inadequacy and rejection. SUch programs WQu1d reduce the 

problem of inmate institutionalization and would •. ~.l1tate 
carrying Over into post-institutional life some of the bene-

tits or the institutional program. 
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APPENDIX A-I 

SCALE OF UNDERSTANDING 

Peri'ect 
Scale Type 

Item 
Number 

'II I 2 
Non-Scale 

Types Scale Total 
Types 

Understanding 
is difi'1-
cult I 

Understanding 

II 
III 

is the key IV 

Totals 

+ 
+ + 

+ + + 

10 
11 
o 

o 
21 

21 
70 
'10 

4 

105 

31 
81 
10 

'4 

126 

Item 

Coeri'icient or Reproducibility .94 

Positive 
Position 

4. SYmpathetic understanding i& the key 
to helping delinquents 

1. We can try. but it is difficul!: to 
understand the peculiar behuvior of 
delinquents 

2. Understanding may be important in 
helping delinquents, but what is 
really needed is strictness and 
firmness. 

", 

Per 
Cent 

25 
64 

8 

3 

100 

Per 
Cent 

77 

23 

13· . 

• The proportion res'pending to this item Is too ex­
treme to meet criteria ror ir!clusion in the scale. However, 
the high probability for secll,ring an acceptable coei'i'icient 
of reproducibility by chance and an inadequate definition ' 
of the Underlying dimension which would result fr~m employ­
ing a two-item scale appear to be the greater short-coming. 
The orde'ring of the items differs from thq.t employe~ by 
Street. Using his order i'or the items leads to an incon­
sistency in the data for staff under the successor, e.g., 
rew~r staff appear at both extremes of the scale, indicating 
contradictory shifts in staff positions. The· limited number 
of Items raises a question about the underlying unidimen­
siona:).ity whi-ch Guttman-Scaling Techniques are designed to 
reflect. However, a larger number of items is assumed bY 
~uch procedures. The few items employed here apparently 
comprise such a sm~ll segment of the understanoing component 
implicit in the custody-treat~ent contlnuumJ that It Is sub­
ject to varIable interpretatIons, partIcularly within a lim-' 
Ited range at the lower end of the continuum. The Coei'fi­
cientoi'-Reproducibiiity dropped to .89 when the orlg:!.nal' 
order of the items was employed. 

'I' 'i', ,. .. ' 
I 
j 
r 

I 

, 
!,. 
1 

j 

\ 



~~, ) 

'. I 

f: 

'I 

-= 
It ell] Scale Type 
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Discipline is 
emphasized I 

II + 
III + 

Permissiveness 
1s empha-
sized IV + 

Totals 
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APPENDIX A-2 

SCALE OF DISCIPLINE 

Number Non-Scale Perfect 
Scale 3 5 Types 
Types 

10 26 
3 43 + 0 28 

+ + 0 9 

13 106 
. Coefficient of Reproducibility = .92 

Total 

36 
116 
28 

9 

119 

Item Positive 
Position 

6. 

3. 

2. 

One of the things a delinquent needs 
is to express feelings without being 
punished. 

Delinquents have to be punished, if 
they're gOing t6 learn behavior. 
Understanding may be important in 
helping delinquents, but what is 
really needed :ls strictness and 
1'.tr.mness. 

5. Society is going to have to be a lot 
tougher than.ithas been. 11' it Is 
gOing to cut down on delinquency. 

7. The trouble with delinquents is 

1,2 

4.5 

Per 
Cent 

30 
38 
211 

8 

100 

Per 
Cent 

64 

211 

26 
that they haven't learned to treat 
adults with respe~t and obedience. 4,5 

'These items were Omitted from the scaling procedure 
because 01' the extreme proportions responding POSiPvely. 
This was undoubtedly a function 01' the Position 01' the in­
stitution on ,the custody-treatment goal continuum. With a 
broader spectrum of institutional goals represented a higher 
proportion of staff probably would respond' Positively to 
these two items. The Coefficient of ReprOducibility dropped 
to .86 when the entire set of six ·items was employed in 
their original order (as used by Street). 
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APPENDIX A-3 
SANcnpNS INDEX 

°The;:Sanctions Index was. c<~nstructed by assigning 

soale values to each of the responses to the four items in 

Section C of the Staff questionnaire. The least penalizing 

response was arbitrarily assigned the highes~ value and the 

most punitive response the lowest value. The values given 

to responses on each item ranged from 0-3 or 1-3. The low­

est score Possible was 2 (most PWlitive) and the maximum 

was 12 (least punitive). In order to avoid the loss of 

data from items that were not complete, the responses of 

respondents completing two or more items were weighted to 

yleld the equivalent of a four-item score. Respondents who 

completed only one "'1 tem 'tle:re e.xcluded from the comparisons 

of the index scores. 
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APPF.NDIX A-4 
INMATE INDICES 

I, 

The three inmate indices empl()yed in this study are 

based on selected items derived, from a factor analysis, car-

. ried out as part of the research procedures of The Compara­

tive Study of Juvenile Cgrrectional Institutions: A Research 

Report. 1 That study included inmates from a range of insti­

tutions (according to the custody-treatment continuum). Al­

though Street raises a question about the suitab~lity of the 

factor analysis techniques emplo"ed for the measure~ pro­

vided by the, research. the exploratory purpose, the empir­

ical results and the logical coherence of the items within 

each factor developed support the use of those techniques. 

Each of the items employed had factor loadings of 

at least .40 and the clusters of factors accounted for 95~ 

of the variance in the m~trlx of correlation coefficients 

, based on 40 itemd. (Varimax rotations with a principal axes 

procedure was u~ed.) Since dispersion according to implicit 

criterion variabies is 'the essence of such a procedure, the 

data on different states of an institution within a limited 

range on thEl criterion measure (as is the case in .this study) 
, . 

do not lend themselves to the isolation of separate factors 

and the construction of indices. Rather, the situation pro­

vides a test of the precision of existing indices. It be­

comes possible to determine l'rhether the measures are fine 

lij. D. Vinter ~., The Comparative Study of Ju­
venile Correctional Institutions: A Research Report (Ann 
Arbor: School of Social Work, University of Michigan, 1961) 
Chapter 17 and Appendix H. 
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APPENDIX A-4 (ContinUed) 

enough to discriminate within a limited range 6f the custOdy~ 
treatment continuum~ although it is also Possible that this 

study may suggest dimensions which do adequately discrim­

inate within the limited range. 

The factor loadings for each of the ,items that com­

prise a single index in this study are provided below. Each 

Index was identified as a single factor in the factor anal­

ysis alluded to above. All the items were weighted equally 

and .a score of 1 was assigned to the category of response 

consistent with thc~ factor loadings. The scores were summed 

to produce the index score. 

FACTOR LOADINGS 

Questionnaire 
Item Number Variable 

21. Should tell staff of plans ~o 
beat up adult' 

20. Tell about plan to rough up 
a boy 

23. Tell about a boy's plan to run 
22. Tell about stealing from the 

kitc'hen 
9. How many boys you hang around 

with , 
10. How many close friends 
11. How many boys here you want 

to see again 
24. Is this a place that helps 
5. Rather be here or in other 

institution 
3. Summary~-a good place or ' 
4. 'bad place 

27. Adults here don't care about us 
lc. Adults here are pretty fa~r 

13. Think adults here can help 
14a. How much has stay helped 

Coop-
era-
tive 
Views 

-.691 

-.666 
-.595 

-.460 

Positive 
Inmate Perspec-
So11- tive of 
dar- Institu-
ity tion and 

Staff 

-.584 
-.553 

-.400 
.593 

.534 

.531 
-.507 

.474 

.413 

.409 
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A - 5 

TRANSCFIIPTION AND CODINa RELIABILITY 

Both transcription operations and coding Were anal­

yzed to ascertain the reliability of the operations •. Inde­

pendent. duplicate operations were performed on a 15% ran­

dom sample of the data to provide measures of reliability 

in the 1965 survey. A 9% sample was Used for the 195~ and 

1960 data. The percentages below refer to the extent of 

agreement between the two independent operations. Trans­

cription reliability in the 1965 survey was 99.7%. Inter­

coder reliability was 98.75% in the 1959 and 1960 surveys 

and 98.36% in the 1965 stUdy. 

The extensive use of fixed a1ternative items con-

tributed to the high reliability. A comparison of Coding 

reliability for staff and inmate data in the 1965 stUdy sup­

ports that notion. The reliability was higher for inmate 

data.'98.8%. than it was for staff data, 96.6% and the in­

mate qUestionlnaire was more highly structured than the 

stafr questionnaire. 
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B-1 

SCHEDULE: INMATE FILES 

School Place of 
Grade I.Q. Race Residence 

(a) 

BOYS' FILE DATA CODE 

(a) Place of Residence 

Social 
Class 

(b) 

County--numbered 1-55 plus pre-fix 1 for urban 
and 2 for r~ral. see alphabetical list. 

'(b) Social Class--according to occupation--Census Bureau 
and/or Bureau of Labor Statistics. 

l--Professional. managerial. sales 
2--Skilled labor 
3--Farmers 
4--Semi-skilled labor 
5--Unskilled Ipblr 
6--No one in the labor force 
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Family Most Number Number Length 
Compo- Serious Previous Length of of 
sition Offense Stay of Stay O!'fenses Stay 

(c) (d) (e) 

-' 

(e) Family Composition 

O--Intact 
l--Whole family--with mani!'est problems 
2--Broken family--Mother head of household 
3--Broken family--Father head of household 
4--Broken family--Other relative head of house-

hold . 
5--Broken family--Foster home 
6--Broken family-~Other institutional residence 

(d) Most Serious Offense 

!--Assaultive. inc. armed robbery, rape, murder 
2--Breaking and entering 
3--Thett. including la,ceny 
4--Auto theft 
5--Sexual. incl. exposure. homo. stat. rai?e 
6--Parole violation 
7--Incorrigibillty 
8--Truancy 
9--Not assertainable 
O--Dependent and neglected. social or psychological 

maladjustment. misc.",-incl. ar.son. va,ndallsm. 
, . forgery. 

Referral Source 
Religion 
Race 
No. Offenses 

(e) .. Cwrent stay--to 3/20/65 
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Party 
Afrll. 

Educa- Martla~ 
tion Status 

Reason 
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B-2 

SCHEDULE: STAFF FILES 

Position 
Name Number and 

Number 

I 

Beginning Housing Salary Date 

Sex Age 

Terminal 
Date 

Person Roster Questionna1.re 
Replaced Number Number 

, 
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c - 1 

BOYSVIUE' 

SOl-:ETQWN, U.S.A. 

TO ALL EH?lDYEES 

Host of you have met Hr. Victor Schneider, who has 

been visiting the Industrial School to learn about hOl.r 

Industrial Schools are operated and about the problems 

of running an lndustrial School. 

He has expressed his appreciation for all of the 

help and consideration that he has received and he has 

asked me to convey his appreciation to you. 

On the basis of his informal talks with many of you, 

Mr. Schneider has prepared a questionnaire, which will 

be distributed in the near future. 

Arrangements ,.rill be made to prevent identifying 

any individual's answers. 

I ask that you continue your fine cooperation and 

complete and return the questionnaires, according to his 

directions, at the earliest possible time. 

Thank you, 

Superintendent 
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c - 2 

A Study of An Industrial School for Boys 

We need your cooperation to get at some important 
information. You can help us in a study we are maldng of 
the way in ~"hich an institution that works "7ith boys 
operates. We "lish to know about some of your activities, 
how you feel about your job (what some of the problems 
are), and your opinions about boys and delinquency. 

This study is related to an earlier study which 
included this institution. The earlier study ,,,as none 
four or five years ago and some of you may remember' 
filling out a questionnaire at that time. This time we 
should like to obtain some additional iriform~tion, as ,:ell 
as to find out changes that may have'developed. Some of 
the ques tions are neH, and some , ... ere used in the earlier­
study. Please answer s.ll ques tions. Your. answers tvi 11 
be. completely cQnr ic1ential §U:lg, illlQUYmroul, so feel free 
to answer th'e ques tions frankly. I t is important that 
we know just hOt-l the employees 'here feel about these 
various things. Please don't discuss the questionnaire 
with ~,yone who has ~ot finished filling out theirs. We 
want only ~ personal reactions and opinions. 

We think you will enjoy filling out this ~uestion­
naire and thinking about the questions. In mOst cases 
you have only to put a check mark over the short line 
that fits your answer best. Any co~~ents, ideas, or 
qualifications on your answers wil~ be appreciated; just 
write the.'ll in. 

Thank yO\'l for your cooperation in our study. Your 
assistance tvitl be of benefit tbm<my agencies worlcing 
with youth. 

Name ______________________ _ 

When you have finis'hed the question.,aire, rip off this 
page ~~th your name on it. Put this sheet in the box in 
the admi.nistratiori' building, put the completed question­
naire in the large envelope, which is provided, and drop 
tIle envelope in any :uail box. In tl:>.is Hay we '~:ill knm'7 
that you have com?LE~ted a questionnaire, but mll not 
knOt ... which one. 
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Thinkil1[;about delinquents in general--that is, boys 
,.,ho get into trouble and corM to the attention of 
the nuthoritip.s __ ~ve should like to kno\., how you feel 
about the folloHirm statements. There are no right 
or !-Irong ans'ITers. All I\'e Hant to leno,;, is \Vhut vou 
feel about: the state1nent. If you "strol1f,ly agr;;:''' 
chec1<:. the line belOH Strongly Agree. If you "agree," 
check the line. belo,.,. Agree, end so forth. 

1. We can try, but it is difficult to understand 
the peculiar behavior of delinquents. 

Strongly 
Agree 

1_ 

Agree Unsure Disagree Stron~ly 
Disagree 

5 ' -2. Understandil18 may be important in helping 
del.inquents, but '·lh'lt is re~lly needecl is 
strictness and fir.mness. 

4. 

5. 

Strongly 
Agree 

1_ 

Agree Unsure Disagree Strongly 
Disagree 

Delinquents have to be PUnished, if they're going 
to learn correct behavior. 

Strongly 
Agree 

1_ 

Agree Unsure Disagree Stronsly 
Disagree 

Sympathetic understanding is the key to helping 
delinquents. 

Strongly 
Agree 

1_ 

Agree Unsure Disagree Strone;ly 
Disagree 

5---,.. 

Society is goin5 to have to be much tougher than 
it has been, if it is going to cut oOI-,n on 
de linquency • 

Ptronsly 
Agree 

1_ 

Agree Unsure Disagree Strongly 
Disagree 

I 
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6. One of the things wdelinquent neeos 1s a 
chance to express his feeUngs without being punished. 

Strongly Agree Unsure Disagree Strongly Agree 
I:Jisagree 

1_ 2 __ 
3_ 4_ 5_ 

7. The trouble t,rith delinquents is that they h"?ven'-t learned to treat adults t'lith respect and obedience. 

Stronsly Agree Unsure Disagree Strongly Agree 
Disagree 

1_ 2_ 3_ l~_ <; --6.!2Qut the bo;z:s 

1. 

. 2~ 

Sometimes boys get together in informal groups in 
the ins ti t:u tion. So:ne of thes e grOU:l s have a" bad 
influence on the boys and make your job harder, 
some groups :nay not be bael, end perho.))s are a 
good influence on the boys making your .job easie~ 
while some may not affect your job at all. 

Ho!·, do you .feel about these groups at the 
institution? 

_____ 1 All are bad 
_____ 2 Most are bad 
_3 l·bre are bad than are good 
______ 4 They don't have any affect 

my job at all 
_____ 5 MOre are good 'than are bad 
_6 Most are good 
_____ 7 All are good 

on 

Regardless of what anyone says, the best .'ay for 
a boy to get along here is to: (checl~ one) 

1_. Stay out of the 1-1ay of adults, but get 
away with f.;hat he can. 

2 Don't break any ru les and keep out of 
- trouble. 

3_ 8hmv that he is really sorry for v,hat he elide 

4_ Try to get an understanding of .b.imself. 
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C. Below is Q grou~ of stories ahout things that 
happen at institutions for boys. After each story 
check the one statement which is cLosest to \-lhe.t 
XQll would ~,'if' the situation ca~c up here at 
Boysville. 

1. A boy truants and is gone for e rlay. The 
police brine him back. He has l:lrok~m a 
cOL,?le of winnoy,s to eet into [;. g.::reze, but 
he had not stolen anything. The boy has .run 
a'l-ley once before. He has 'Jle6e a fairly good 
edjustment to the insti.tution, p.sice fro-:n his 
uru.'".!!1ing,. II 

_ 'l'ry to fint:! out Hhy !Le ran, talk vTith 
hi:n about his behavior and put him back 
into the prograu. 

Talk to him cDout it; put hLu b~Ck into 
tJl.e progre.'ll, but heve everyene keep en 
eye on him. 

ASk him '",hy he ran.t:"en put him on the 
bench until you are fairly sure t..'!at be 
~s le~~cd his lesson. 

2. Jo~ boy 5 terts '1;'0 cO"Z,? lain enDUt how he is bein,e 
treC'J:ed here. Ee gets ;nad and ii,leers at you. 
He has clone this before an-:i you have :;po~n 
to hj,", aOOut i.1:. 

Paddle him. 

Put him on th-s bench; penalize 1:ci.m. since 
SS'earing: ce..."1 rt be al.!.o-",ed. 

-_ 7ell Il ....... tnzt :if he keeps it: up, het 11 
hc:;,-v.e to do extra ~o=k. 

Lis:t:en to hi.,'!!; r:ry to ca13 ?l:i:!l ~O".m once 
::J!:)re~ .and talk m.th .c:±o about: it:* 
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A boy is talking too lou11.y 14hilc l' tIJY)'l1f~ ~ (Htrlf(1. 
Sev'eral times before you hcvo ftpoJr.en to h~m Ahoy!: 
his loud talking. ti.aualty. he quio!:tJ do~m t;!)11 
~while but then st<>xts tatkitl$ 1=00 lowl1.yc{5(tJ.n. 

- Paddle hie the OP-'/-t time he tlilke topv"v4, 

- Talking Loud tcnCG toltXcite1:M Qt:b{rJ: 1)oy:: 
:;0 bench hL'":I or report rd.n:--tso ne f 1,.1, 1;@ 
penalize? • 

- aawl bi.;::a out;bec~uze 1..o·."jm:r.t$ cc.n'1:be 
per.::U.tt:e4. 

- :Find out; n.<:r.r t::'!e otr:c-t"" 'xr/l> t{i;~l. lrf~Ojjt: 1't,. 
,l..f it coesnJ t ootlzer t:'~ t:Co ~~b-1 t'f;:1!,; 
to 1:±n 2~.JUt: xt: C<...1t ,Gon

' 
t I~~ tin ~$tu~ O!)t; 

of ir .. 

You &ave askea 2 ~ to Mlp <'<mr'r . .r;::: ~rj' o¢l.';P-4 ~ 
room~ .~ says he ifoe;;nl1: qe:."'J.t to'. 'Ul'.:t tl.~M 
bOt:t::~ 210ng uell ~tJ'1 ~-1::l in 1;:"t;q PRZ:t .. 

. - G.rC~ ... b2~ 't? e-o .i.t:~ Dtr~Ji.ZJ$ ~~, ~n~ t¢ 
~a~:. 

,- ~...$: Os ~ ~ !.t: t:r y!)'t~" if ~~ 9e;,~~'$ !P; 
.k€e,? 'Y0!.:r ~:z:~ .. 

I 
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Institutional 11!.!r,lZ'2~~ 

r:lffc"1:ent: inDl:it;ut1.on~ !t:m 4ltHtltj'Mf.<t;# h!;VI, tUfM:f.:n1! 
±deas or ~lbat: tn!J;i:1." 9~;fr:;;Of~r:t$ [;f.,1.1 ,./,;ft1mr1,1} J~ luil; 
of ~tat;e;:v.mt:s <'1i;;out rlUr:{,JOfift§., 

1. 
:2 .. 

£; .. 

Our ~~H$~ 
O<..lr r"'r;;Of'.() 
:he.~:it:s,~ 

i;t W )If)riL~t. b;HW:;~jJmt: 'iiM:.f91,1il, 
i~ W ~,~f.)4n 1./171;, f./ior tJ(jl;~.ft1. 

O<,z- ;n::CJ1lJ~{; 
C~ ~;N');tq 
~~'¥a~~"" 

~~ ttl tr£.j,rJ &-r J;,/$P:M';.(f 1;1.4'if;/. 'f,I//"'f 
i§ .~ "'-:~II;,r;,;:I:t # ~//7'lf ~';1;M/;a1i'1!i 

"'~ ¥;X"'/?~ t,$ ¢.? t 1-1:; LrRR,}. v/';J ~.fi~ i.'i: 
~~~v......;( .. ~;'t"J? ;;,f ~;<' "1 ~.r~ .1,.1 1;l, j>~Jr;~ 
J:~ i.~? ~rc~ .... ~~,., 

FJj 
.t;;',J~t fll~.· 

iO'.::::- ~~'!: ~~ ~-? ,r,;;,:wz ~fI; ~4f~·I/~{;j(iF14,/ 
£er:: ~ .~~.!"~.v ?f -&£T~ .. 

~:;e .... __________ ~~.~. 
a ~~e ":=rz .:::~,~~1~~ "~~-.~ ~</~~~~~~ ~~ .. ~ .;,r.t;t '~-:~~/«;:;' 

~*~;~' ~;\~ ~~ ~~$~~~e:;;,.~ 

4f"':!:-"' . .;.-,.i_" .... ____ .... -

~~'--
.~ .... ""-------

~--:.::. ~~ ~~~~ '~~;; /~~'~~;~ :~X;'i:,~ ~ ~~~ 
*-'~'!~ ~~ ~;;?....f'~ ~ s.~~~~. 

'~""" ' .... "':;.' -----.,...--- "..""'" ~~~M>Y~\,JI,~ 

~ =;:=t... __ ~~.f.;::<? ~~.-;~ ~'; 't!~# ~~ :#~7/~' 
~ ~~~$ ~ .. _ 1 ~" )~t (1OI_.rtt.H '~!{$ '~tlW~~~ 
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In each of the fo lloHing sets, of i te'1lS check the .Qm). 
~ which comes closest to describine what you think 
the SuperintenGe~t expects' from the' employees here. 
Read all of the choices in a set before yov check one. 

Set 1. He expects personnel: 

1. _ to have close relationships with 
the boys, EO that we can get to 
unders tand the boys. 

2. _ to be close to the boys, but not so 
close thi3t our status anci authority 
mIL be questioned. ' 

,-

3. _ to Iceep distant from the boys; 
otll.ervise we ::;;ill lose our objectivity 
.and not 'be able to maintaIn our 
authori ty " ~ 

4. _ He aoesn' t: care ~ ... hat kind of 
relationship we have. 

Set 2. He expects persolUlel: 

1. ____ to maintain order at all ti~es; 
otherwise the boys ~~ll get out of 
control .• 

2. to let the boys have freedom to ex-
- pre~s themselves; but: we have to keep 

a close watch over it. 

3. ____ to let the boys set their own limits, 
except if it gets d.?~erous; other-..dse 
the boys ,.on't learntf;l' control 
thet.'lselves. ,\ 

4. He's not concerned about whether the 
staff lets boys have freedom to 
express themselves or nO~. 
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He e>;pectr; thB cOl:tnr,o pnt"CI.oer. 1m Mt:Me;1}) commanderr,: 

1. _ to e;ive thebOY/;i'iTOO h(t1p I",§1tl(J 
control. Dp~cic1. Pri'V.LJ.f!t~ft. 

2. _ to tre>et 4Utrw. boYft 41,1.'kttJ tn Or:tJ/,fC 
to be ,feir. 

3. _ to treat: eac.~ lxP/ ~ccor,a,1.n.~ to ll1,fP 
nec-ds ... 

Set 4. Be .expects t.~' !.!Ott::ac;e pf#rt:mt1$ OJ: COf;ttlJ.f! 
co~-llder.G ; 

1 .. ~ t:o'~MP ~11 g£ tba 'iXI:I1?'f;rJ dzht: 
' ;:/a,en t:1"..rQ .. rey,it"1): er~ 1:x)Ytl~ 'IJ. t;{)y 

2 .. 

. zho<.:tUn11: ~ ~ll.c;'.,,<¢ tt) '¥J 1.::it? 6 
r~ alo~ t11Ji.(t$~ t;(i' 1.,.g. Of}. O~t1.;if'A 
.r:r.: ~,r.;' h:I~ 

- to zlw,.r ~ ~/ t;9 ~ a.1.?m 1,.n ,FJ, 
roo.m i£ 1l.e £~11> t:~t !1;?1'ft' ~ ~R 
~~~ .. 

- t? e!:!7""~ wy t'C ;?p in";;? ~ -&.l?PJJtr!f.~ 
.::~ i.£ ;r.:r~ ~ 7e~'$ :It?? ;i;;J. MO%t 
lZ1~~?:aS ~~ ~;y~ <¢1%llft; :r.~~ 't'9 ~ 
,~~~ '~ C~$.f:!,..# 

. ~ 5.. ;S'g '~~..$ ~ '%'~fi lPa:r~;t; <9:;' ~~~ 
~i:;::::;s:: 

,a ... _ ':;;~ :r~"'!: ~ ;}~~~ ~~ ~f,:7Y-M~~ 
~ ~!1l~~;l~~ !lJt ~A: :r~~~~ -~~~ 
$?~=:~ 

;'2,.. _ w~n~ ~~ *~ ~~ :;-~4i!%e-e 
:if e¢ ~ ~;l$~~ 

3 .. _ ;:;~ ~~'"!: tt;p ~A:' .'%t~ ~~;. .r~~u 
~ ~':~~ '~~,!-~~ 
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F. ~il.!l.iDlJ of tasks to t:h.;l Inri tiljlltiQ,U 

1. 

2. 

3. 

Which person at the inr.!:! tution do YOu f1nr1 1;0 I,,, 
~ helpful. in IldviGit1B you ho~, to ~IO"J< «111:11 t:1i~ boys? 

.. 
Hor-r much help is the chap lain in advJ.lJihZ hem 1;'0 
~lor.k with the boys? 

- .A .!.Itt 2!. ~ in /ld1figine u;;. 

- ~ ~ in advisine u,:;. 

FoOV t:lllcl:t he 1;J is tnP- Social. Zr..'1:"I/1ce 1Jj':J;:(!Ci:ozr in 
edvi.s~ llm-l 1::0 ;:or#z ~t!1. 'boy;z1 

4~&-# ~'l inffu.en;<;:e ~1:Je:p ·~~o£ t:rd;f i;o1..Wi!1ng, 
~s ba-lle L"l "'.;=~.eect.~;ir,;r.:; .am;:t; ~ ~ 
Q?vssho1~1'2 ~~«:::t'!..-;::i1 'cr...;::~.~n17:()i;e :$p~~ £or ;e::>-c~ ~.) . 

~:! 
Se· ... :!.ce 

Ver-f 
little 
I::a:ffu~e 

._-

$;t~ 
:I=.afb~~ 

~.:i~~~(.i{?:v.,; 
:I-m~:;v-~ 

.J.. '?r.~t 
J.,,,*,,~. {if 
M41.~...c 

.2'e=::n e::O 
~~ 
~-"'=::C::S 

l\4t;1 

.. .1.1$ 

.,--



5. ~ Staff have different tesk/i "t /lOY' inRt:1tu-t1.on I1nr1 ' 
some talll~s dre more important 1n tho op<?rfltion of 
'the institution thnn others. vie wouLd L1Jto your. 
,opinion about the r.elative impor.f:lJnc0. of tho tt1flkB 
which have been paired below. i"{)ulrl you In.;!L'8C 
check the task in each pair. which ,in YOUl;' op,inJ,on 
is the more importGnt of the t:i1o? (Ch¢cl~ only ona 
for each pair listed, but do not;' over.lock any pcir.) 

Social Service Director _ or Principal, 2nd TeachQ%'Sl 

rrincipe.l and T'eachers ~ or Cottnee :£<erf."n):/; ~nrl 
, ColTt'Tlanrlor ' 

Cottage Par€nts e~n 
Comm2nder 

Farm. &: other Hork 
SU?ervisors 

Chapl.::in 

_ or Perm 6. C)thf.!r 'Ilo]'k 
SU?Ervisor:E 

_ or CI1<1'£'l;,;.1.n 

___ or P.s£is t.ilnt Superinten­
cent 

--

Ass't Superintendent _ or Soei.a1 Service Lirector _ 

Soci:e.l Service Director _ or Cotti!ge Parents a.n4 
Commander 

Cottage ?.arSllt:S end 
ColI'.;aan.ier 

___ or Chaplain 

___ or Soeiel S~ice tir~ctor ___ 

Soci.:c::1. Sen."i.CE: Z:ireetor _ or rz:r-a a. otr.,<;,);" ~or!.1; 
, &.!pez:vu·ors 

E= &: o~ 1/orA _ .0;:: i'rit'..cl.pel ,ill~ "1e;:c1;:,<?r1$ 
$uper:v.isors 

Fc..:..~ .& o~· itToi-k 
.S:t;?ervi-:sa:::s 

__ ,f)rr: C?t:reze :E'.t~rent,t; ;;:.:r 
{;om;:;;.~nr:Cr 
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6. 

liM,nine. S.!u:. ~ ;L.e; only OnA consi(!eration of 
runt)ing BoysVille • Each OOS'ttion hils its 01"11 
job to consider an,d all of these jobs inf luence 
the way the School is run. In genera l, hot ... 
much influence or say on !l.le ~ BOYSVi l1.e ~s 
run would you say each of the fO~lowing ind~vid_ 
uals Or groups h.'js7 C!-'lease put ~ chE:ck on 
the line in the Column representing the amount 
of in! lUence that Y'2!! h.E'-1il'l:Q the Lo,ii viduil1. Or group has.) 

1 2 3 4 5 A Lot A Great 
Deat of 
Say of Say 

Some 
Say 

tittle Very 
Say Little 

Co;n;nissioner of 
Pubtic Institutions 

S .. "lY 

Su~ecintendent 

ASsistant 
Superintendent 

Social Directo::-

Chaplain 

School Princil>al 

i'arm Vtana:ger and 
Work Supervisors' 

--
--
--
-

'-
-. --
-...-

-

-- - --- --- -- --- - ----- -- -
-- -7. How about others--outside the institution, ara 

there any such persons wh-:>se Views have to be 
considered in ruru1ing Boysvill

e
? 

__ Yes 
_rio 

If you beli~ve there are others Out£ide the 
ills ti tution ·.'ho have SO:ne say Or in,f LUence on 
how the 3chool is or s90uld be run, list the~ 
below. (l'l",IDes are not necessary, rather ;:11",ir 
posi ticm or whYt:heir viet.rs are. considererl.) 

----------------------~------
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8, If YOu Were apPointM to • COm"! 'teo to MVi" 
the SU,erin tenden, Of tb. Schoo i, whi ch 0 f the 
fOllowing st.t",ent, about "a" arrangement, t.loula YOU apprOVe? (Check only one) 

- Cotte.
e 

Parents and CO"""nders 'hoUld b.v, 
a specially tralUed "aff person '0 ahore 
witb them 'he responsibility for rUnning t:be co t:tages. 

- Cot"'e Paren,s. 'od CO,,",anders ShoUld h.

ve 
" a speCially trained person t-o "'ork more ~losely wi th them and advist:; them. 

- Pres
eo

, "","08e,',-."s <COd '''i,,,,,,o,. 're " fine_and shoUld not be changed. 

- "'ere are 'lre'dy too meoy ,eo,le inter. 
'Oting "'-'h the Co"ege PareOts 'nd Co,. 
4lla:l

d

ers; they would do a bet-ter job iF. 
they dido'

t 
h,ve to work So closely vith So Oeny different peOPle. 

9, If You were a ~e''''er Of • CO_tee. to edVi.

o 
the S'.",rin'e""eo •• bout boys' coot.

ct
• with 

the lOCal cO""-'Y, WbLCh of the fOllOwing 
St.t .... ts wouid You approve' (Cho .. only one) 

---- The boyS here shOUld have more cont-act 
and actiVity in the cOl1l1nunity. 

--- Pres""t co",,"nLty coot.cts """ 'ctivity are enoug.~. . 

---- the boys shOUld have less Contact and 
acti.v:t. ty Wi t-11 thecol?l;;'tum t-y. 



.-

It>. In most organizations or institutions on occasio!1 
there are differences in vie,., or disagreements 
which lead to: tension. Regardless of whether 
you yourself feel any tension--overall __ woUldyou 
say that at t!pysville there is any tension 
(disagreement or irritation) between t!}e follow •. 
ing pairs of groups or departments? (Please 
c:heck one line for each pair lis ted.) 

Principal or 
Teachers and 
Cottage 
Parents or 
Commanders 

n-incipal or 
'reachers and 

1 
A Great 
Deal of 
Tension 

---
Administrative 
Staff (Chaplain 
ASl>' t SU!?t. 
Soc:. Director ---
Farm l1anager 
or Worlt Super_ 
visors and Cot-
tage Parents or 
COtnmanders 

~ 

Cottaj?;e Par-
ehts ()r 
COmmaJ.'lders and 
Administrative 
Staff ---Farm l-fanager 
Or Work SUper-
tisors and 
Principal or 
Teac:hers 

~ 

ers and 
Staff 

lOYeesa.'ld 
tende.nt ---

.. " 

2 
Cozlsiderab le 

Tension 

-

---

-

3 
Some 

Tension 

---

---

4 
Very 

little 
TenSion 

---
-

5 
N" 

Tensio.;. 
At All 

-

-

-
- -
---

I 



- 2~5 

1 5 
A Great 
Deal of 
Tension 

2 
Considerable 

Tension, 

3 
Some 

Tension 

4 
Very 

Little 
Tension 

No 
Tension 
At All 

'Institution 
Staff a.."ld 
Staff fro'11.·~ 

the Office 
of the 
Com:nisrlo!:ler 
of Public 
Institutions 

11. Regardless of how much tensL"'ll you yourself feel, 
if yoU indicated in the last item that there is 
tension betweenso~e of the groups or depart­
:nents mentioned - we would like to get SO'l\e idea 
of the reason for it or the circurnstance~ which 
lead up to it. 

Here is a list of ideas ~bout what might lead to 
tension. or disagreement between groups. 

1. .How much the boys should be disciplined. 
2. How much the boys should be encouraged. 
3. How closely the boys should bevatched. 
4. How closely to work with the boys. 
5. How much information one group should pro­

vide the other abo~t the ~ys. 
6. Haw much one group interferes with the 

other group1s plans for the.boys. or their 
progra'U{.Tith the boys. . , 

7. Bow closely the rules should be enforced. 
8. How· much responsibility the other group 

takes for carrying out the'ir Ol;tn job. 
9. Ho-.i7 one group exercises c;Uthodtyor 

bosses the other. 
10. Bow much help one group s;u,utd pr<:>vide for 

the other. 

Now for each pair of jobs listed on the followi.ng 
pages. write :in the nu:llbers of the i.deasi.n the 
list above ~hic& lead -to tensions be~een the 
pairs. Youil).ay list: as l!tany .or .as fe-.. :m.:nbers 
as you rls.h. lfthe reaspnfor tension is not; 
on the list above, v.ci.te It i.n t!:le blank space 
provided. If there i.s no tensi.on at all between 
Scr..:le of the pairs. circle the ~rQ ~ after 
the bIan..~ spaces.> 

. --- .... ~~-' 
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'. WhBe Bre ehe conditio". ohich t •• d c. C.nnl •• 
be"'ee" ehe PrincipD' Or Tencher. 'nd Cott ••• Perents or COmmandorS? 

- -- --..:.- - -- - _. None Other (Write in) 

'. Wh. e are the COnditions '.",Il", to tenaton. 
between the l"Irincipel or Te~cher$ 81:1-.1:1 

AdminiBCreC<Ve SeBft (SuPt., A"'t. SUPt., 
Chaplain, Soc1.al Service Director~ Or BUsiness i1anager?) .. 

-'--_l1one Oth~ (Wti..t:eo. in) _ 

C.~l:: .are the COnditions IcaJjJ.ng to t-.;ncJ..o
n bet>.teen p~ l1anaZeror ~lork SUpervi.s

or
& ena 

Cottttgeperents .or COrt1J:landere1 

------~---------------

---"':"---'-'~-_11one Other (;;nl::e in) 

----------~--~--~--~------". -t=e <he -"1"",,,,, "",""1.g '" .~ 
b.etve,f!7l Col::t:cZei'er.EOnnel !.!rod R'..d:,::.>in£,~t:ra.t'i.Y(!! Staff! 

-----·-----tk1tte 
e. JrD.al::<a::e tlz.e ~ir.Lonp lP~hlg t:o 't:erl.;;£o:4 bet-J~ .P2l::l::; ~~gtt Or ~~~ ~tt;;c~1tor$ '.?-:;d ~a;! ·ox 2':eeche;rs1 . 

-------,-,.....--.~ Othe::-{c:r.=::::::tt:e ~l • ________________ _ 

:f.~ ~ ~ ~ ~..dit"f..¢.;u; 1P-2d~ ~ ~£t:;!:l be;~ot"~ 3.eI!ef ~$ .;;:::d c~r St:;;£t:1 

----------~~ ()~ (~te~' ____________________ .~ __ ~. ____ ~ __ 



8. What are the Conditions that COntribute to 
tensions between EmPLoyees here and the Superintendent? 

h. 
-----------Other (Wri te in) ______________ - None 

What Conditions lead to tensions between 
the Institution Staff and Staff f2:'om the 
Office of the State COmmissioner of PUbLic -Ins ti tu tions 1 

----------Other (Write in) __________________________ __ llone 

12. From time to time changes in methods. practices. 
and procedures are introduced by the Bdminis_ 
tration (superintendent, assistanr superint"en_ 
dent). In general ~ ~ ~ these changes 
lead to better Ways' of dO:Lng things? 

1 - They are'£lwaXs an improvement. 

? "'- 1:l>u J2t ~ ti..., to.,. =e sn imprOVement. 

3 - ~metiI!l.~~ they are a..'1:lD7pro"Ven:rent'. 

4 - They ~ impro"Ve things. 

5 _ I canfr.jUdge. 

13. If the institution vas ba'l.ing t:rouble 'With. 
runaways end You vere on S ""-"<ee to decide 
';.-nat to do about. it:~ ~hiclt o.f the fOLLOWing 
voule you recOlZlmend1 (Check only one) 

1 - Giva the staf.f more 0PPort:urJ.ty to 
di:StiPline, even t:houy. l::€aJ.ly burting 
a boy should not be tolerated. 

2 - Pur some of the boys in a .:rl?re resctl:'ict-ed 
. Progr~, O.lleldthless .fl::eeaom alld .f.e'~er . Ptiv.tleges" 

3- - Institute " trSini"" Pro.".."" rlth .ta" 
.So they- can lE!.CL'"ll ho-,;; :to !l1al-".ethe Doy,s ··ant: to .lOtey here. 

4_ "" SOd " •• '"""Ie "" """ """"""-<;y. to . . st;?pol.~.:.t:he Progr~and ~ocedttl:e$ rJ.ere. 

~ ! 



14. There have to be some baSic poliCies aod rUle., 
but I should be ,able to Use my own jUdgment in handling the bOYIB. 

1 _ Strongly ~lgree 
2 _Agree 
3 _ Uncertain 
4 _ Disagree 
5 ~ Strongly DJlsagree 

15. Do you feel that you have e gOod ide. of why 
things are done the way they are here? 

1 - I have a ~;:y ~~; everything can be UllderstoC)cf. 
2_1have a~~.~~. 3 _ §orrie idea. .. 

4 - I have a 122R;!;: j~ of why things are done. the Yay they are. 

5 - I have a ~: .2ru?J:~; Very li ttle of ~t can be understoOd. 

G. Bow employees feel about their jobs. 

1. Some People are deeply involVed in their job. 
SUch a person may think about his job constantly. 
A second Person may vlew his job Simply as a way 
to earn a liVing. HOlH strongly do you feel .involVed in your job?, 

1 - Not inVolved at: all; chiefly a way to '. . earn a liVing. 
2 _ Slightly involv~ed. 
3 -.. Y.oderately inVOlVed; an izzJportant part . of Illy life. . 
4 _ Strongly involVed. . 

5 - VI:-ry strongly inVOlved; One of the lllOst 
important thingsiil my life. . 

2. &w does BOYSville compare with ot:her places in which to Work? 

1 ~ lfuch bett:er than rhost • 
.2 __ Better than most. 
3 _ About the Same as l!llOst. 
4 _ Somewhat Poorer thl~most:. ~ ~ "fuen POorer tb..an melst. 
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3. D'd You have a POS'tion here a
t

.
8oY

'.'lle pr'or 
to the 'lectio

n 
lest November •••••• """

in
8 the fall Or stunmer? 

1 ____ Yes 

'. " YOu 'n'~er"" '"". '0 the above question ~ to number~. All others Please compl~'e the 'OlloWing qUeSt'ons. 

Eo~ OUch concern. tension. or Press""e d'd 
You 'eel bec.use 0' theeo""ng election! 

2 ___ No 

I _ A oreot deel 0' conCern. 
2 - Quite • bi, 0' concer". 3 ____ Some concern. 

4 ____ Very little concern. S ____ None at Bll. 

b. 'l' You 'elt SOme concern abo~t the election 
OUtcome ""d c ..... i.n• ~hy~ .. th

a
" Wtite 

L..br'eEly ~hy You ~ere conc""'Cd _ Your c1ll.
ef 

reasons for concern. 

4. Eov much . Con cern do You 'eel _ aboUt 'he 
pr°Br... Yo"" jOb. Or things in .enerol here at:~he SChOOl? 

1 ~A Ore.t de'l 0' concern. 
2 ____ QUite a bit Of concern. 3 ____ Some concern. 

4 ____ Ve...ry Ii ttle concern. 
S ---- No concern _ noi:hing to 

toror.t-y aboUt. 

II I.. 
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a. If you have €!l1y concern about things w What 
lire they? Write in. briefly the kind of 
things about wIlicr. You have concerns here. 

b. Indicate which of these things above you 
consider' ~ 1mPQrtans by £ij0erliniQ£.J.t. NO~l w why is that - explain why you are 
concerned Or worried about thet in Partic_ 
ular? Please vltite belo\-1, briefly •. 

In these questions we WOuld like to 
kno .. , a little about your backgrounc

1
• 

We are not interested in YOur 
particular answers but only in the 
general pattern for all personnel 
'at the institut:!.on. Plea'

se 
anst-ler all questions. 

~. How old a,t"e you? 

I _ Less 
than 25 
29 
34 

.2_25 
.3_ 30 
4_ 35 
5_ 40 

- 39 
- 44 

6_45 -
7_ 50 
8_ 55 

49 
54 
59 9_ 60 

10 ____ 65 and over 
- 64 

2. What is Your sex,! 1 _ J.Iele 

3. What is your ~arital status: 
2 _ female 

I _ Single 
2 _ Married 
3 ___ Divorced 

If You ere married, does Your .life (or hUsband) Work here? 

4 _ lIidowec 
5 ~ Separated 

I _ Yes 

If yes, in v.rhat POsition: 
2_No 
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4. How lone heve you '''rl,eo ~ • t 
BOysVille? -- ---------

If "ou ~orked at BOY,ville ~ Sl!U~. 
Please give the dates of employment ancl the nature of your job. 

Dates 

-----------------------
I<ind of Work 

--------------~~-----
5. Have you hed any other s"'"-lar kiM of Hork. 

to the job You have now? (For ey.am~le. in a 
prtso

n
• childr ... , institution. sOci,l agency. mental hOSPitel, court, etc.) . . 

1_ Yes 

Where? ___________________________________ _ 

6. Are You " ~-'r of any union or em,loyee &roup! 

2_ No 

1_ Yes 

7. Education (21e,,, chec-' the _bor Of Year, of . sc=.hoOl CO!:IPleted). 

1 ____ 3 or less Years 

2-_ 1-;0 

2 _ 4. - 6 years 

3 ___ 7 - 9 years 

4. _ 10 - 11 Years 

5 ___ completed high 
School 

6 ___ 1 - 3 Years of 
COllege 

7 ___ COmpleted 
College 

B ___ Some gradUate 
study 

1_ Yes 

9 ___ completed a 
gradu8t:e degree 

B. Have You taken any "'-ght school or extension courses? 

If so~ ~at course? 2-.,. No 

If You _t to COllege. HOot was YO"" mejor field of study? ______________________ . __ _ 

--

1) 
, 

I 



'

1 
.... \ , 

\ 

9. 

10. 

" .. 
< 

v·· , 
'iW:<. 
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Wh~'t type of position do you have now st the 
school? 

1 _ Administrative (l':ain Building) 

2 ____ Educational Program (Acedemic) 

'~3 ____ Educational Program (Vocational) 

4 _ Farm, t-lork, or Detail Supervisor 

5 ____ Institutional Services (Clothing, 
Food Preparation. Power Plant, 
Heat, 'etc.) 

6 Cottage Program (Parents, Comman~ers, 
---- Relief' Co~ders) 

7 ____ Other (Please ~Tite in) 

---------------------------------
Have you ever ,,,orked for the govern;nent before? 
(State, County, City, etc.) Please indicate 
the level, type of work or department, and date. 

level type or tV'Orlc or eepartment date 

\ 'd 

1 
1 

1 
1 

1 

1 

1 

1 
1 

1 

1 

1 

1 
1 

1 

1 

1 

1 
1 

1 

1 

1 

1 
1 

1 

! 
! 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
l 
1 

1 

1 
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C ~ 3 

RGSEARCH PROJECT" - BOYS' CcUE,STLONNAIRJ:: 

YOUR ANSf.JER.S TO THESE QUESTIONS. I.fILL BE SEEN ONLY BY THE 
RESEARCH TiAH ~OM THE UNIVERSITY. NO ONE AT l'He; INUlJS_ 

. TRIAL SCHOOL OR ANY OTHER PLACE: WILL SEE THl:J>~. 
1. We woul.d Ukp. your 

Industrial School. 
Whether you agree, 
Please anSWer .ea11h 

idea about these things Et the 
Check ~ blank space to show 

disagree; or ere uncertain. 
statement~ 

a. There are not,en~ugh things to no during free time. 
-,. __ 1 Agree 

b., 

c. 

d. 

__ ~, ____ 5 Disagree 
:--__ ' 3 Unsure 

Boys should be able to Suggest chan&es in things 
like their work aSSignment, smoking rules, and activities. 

1 Agree 5 Disagree 3 Unsu~e The adults here C!re pretty fair. 
I Agree 5 Disagree 3 Unsure Some boys can get away with too much. 
1 Agree 5 Disagree 3 Unsure 

For some boys who don't have much et home, some things 
like the fooa, clothing, sports, etc. may be bet~er, 
here than at home. For some boys these things may be 
worse. Ho~r a.bou,t: you? Are things like ttese better 
'or'worse for you here than' they were at home? 

_____ 1 Very much better here 
_____ 2 Better here 
_____ 3 About the same 
_____ 4 WOrse here 
_____ 5 Very much worse here 

~ \ 

\\ 
II 



~1 Come here 
. . 

___ 2 Go to ;~ome 0 ther 
il'!S ti tu tiol} 

I 



, 
~ 

I 
\ 
\ 
\ 
" 

\. , 
\ 
\ 

\ 
\ 

\ 

255 

6. 4. Think back to before you came to the Industrial 
School. Who were the people that told you about 
1t?Who had something to ~ay ~bout how it would 
be here~ or who gave you ideas about Boysville? 
Here 1s s"list of people who might have told you 
something about it here. Please check the space 
after those who told you something about the 
Industrial School. 

1. Parents: lo'.other Father 

"2. Brothers Sisters 

3. Other Relatives 

4. Neighbors 

5. Schoolmates 

6. Friends 

7. Teacher-Principal 

8. Sherif f -Po li ee 

9. Judge 

Anyone else (write in). 

Now L2. ~ over ~ .il..!U ~ and m.S;1~ eny. 
that you think might have anything to say about 
llmt ~ ~ ii nm", or whet kind of a place 
the Industria.l School shouLd be. 

---------' 
1 
1 

\ 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
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'. 

~ 
s:: 
«; . 
-c ~ 
s:: g. 0' 
.I.J til 
s:: 

...l . 
'"' '" ~ -0- III 
::l I:l 
til < 

Q) 
Q) on 
0 co 

...l .I.J 
::- .I.J 
J.I 8 \.l ~ m -I 
til r:: <1l o t:' 

...l Po .I.J~ .-l <\I ...l 
I<l ,..J 0 s::~ ...l - 0- r:: 
U <t; ...l ~~ 0 .,.c f.I 
til U n.. 

1 

1 

Z~ 
.I.J • 

°l~ 

I~ t'l 

1 
1 
1 

1 

1 
'1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 

1 
I 
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t 
fi 

r" 
1 $,',. , t, 

9. 

8. If You "ere haVing 'ome trou'l •• ettina alon, With' 
YOur COtt .. 

e 
parent or. cO"" •• der. "hiCh staff per,.. 

""Uld You W'.t to t.lI, '" about it? (Writ. i. their 
·aoe in the "'e., belo," - PUt YOu',- first ehoie. l. 
the ~paee .U~bered 1. Yo",-- 'eeon,._ choice in sPaCe Z. 
etc •• if You feBI that You COuldn't talk to riny edUlt 
h"'e about it. cheel, the 'Pa<e for the t 'n" • .,.. ) 
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1 , 
.~ 

_____ 4 FOur Or more guyS 
___ 3 !Wo or three SUys __ 2 One Guy 

3 ____ 

___ 1 NonE) 

ll"". how about elnse frieMs. h"'e' So., boys have 
clOse f>'iendships"i th other boys "er. and so,", boy, 
do

n

•

t

• liow many Other boy, ar. close friends Of 
Yours? 

__ 1 None 
__ 2 One , 
___ 3 !Wo Or three 

'-___ 4 Four or more 

~~y of the boys Y'U have ~et here ""uld You 
like to See again. after You leaVe here, 

--,) Allor aUnoSt all -.-2 Nost 
__ 3 Some 
---.;4 A fe., 
---.;5.lVone 

llaye You been ,:' ,bed here to Prepare for "he kind of 
30b You ""Uld h .. to have "'ter You leave, 

--_1 I have been help'ed ~ l!u:. 
---.;2 I have been helped ~. 
__ 3 I have been helped ~ ~. 
---.;4 I have ~ been helped prepare for a fUture jOb. 

f 

h 



" 

... . 

13. 

14. 

15. 

16. 
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Do you thirut some of the adults here can helP you 
find out why you get into trouble and help you' 
change?' 

:1 Adults here can 'help me i! .lQ..t. :::::2 Adults here can help me ~~. , 
'3 Adults here c:anhelp me .il littlli;. 
4 Adults here ~ help me at all. 

How much ,.,.ould you say that your. stay here has 
helped you? . 

_____ 1 A great: deal 
_2 QUite a bi t 
_3 Some, but not mudl 
_____ 4 Very little 
~5~None 

If i..t has helped you, is it mostly because (check 
one.) 

_____ 1 I have learned my lesson. 
__ 5,..1 have learne(l something about 

mys~lf and ,.hy I get into trouble. 

What three boys are best at getting other boys to 
do what they want them to do - that is, , ... hich three 
have the most influeqce among the boys? Think of 
the boys that you know in your cottage, in school 
or shop, in the ~.ork program, or recreation. Please 
write Ln their first and last names. 
1 ________________ _ 2 ________________ __ 

3, ______________ __ 

Now - take the .fi..J;:§.t boy you named above. .Do you 
thinlt he is mostly a good influen~ on the other 
boys - for example, is he fdr with all the boys? 
Does he help other boys stay out of trouble? 

OR 

Do you thirut he is mostly a bad influence on the 
other boys - for ex&~ple, does he bully the others, 
shove some of the weaker boYs around, or get his 

. own way whet:her he is right or not? 
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a) Think of the tl.l;:.U. 
boy you listed. 
Is he: 

b) Thiru~ of the ~~Gond 
boy you listed. 
Is he:' 

c) No\, thi01~ of the 
-tbird boy you 
-isted. ,ls he: 

._1 Always a good influence 
_.2' Hostly a good inf luence 
_____ 3 ~~re of a good than a 

bad inf luence , 
_4 More of a bad' than a 

800d influence 
_____ 5 Mostly a bad influence 
_____ 0 Always a bad influence 

_1 Al;";:iYs a good inf luence 
_____ 2 Ycstly a good influence 
_____ 3 ~~re of a good than a 

bad influence 
4 Y~re of a bad than a 

----- good influence 
_S Hostly a bad influ~nce 
_____ 6 Always a bad influence 

_1 . Ab.ays a good inf luence 
_2 Hostly a good influence 
___ 3 More of a good than' a 

. bad inf luence 
_4 Z.bre 9f a bad than a 

good infl~ence 
_____ 5 Mostly a bad influence 
_6 AbJays a bad;~nfluence 

All of us do things at times or 8t;:t in certain \,ays 
so that people become angry or disappoirited <Nith us. 
At other times ,-1e do things which they like very 
much, or they are glad when we act a ~ertain way. 
What sort of things do people. UI~e ~~ about you? 
(Write in just a couplt;. of things) 
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'18. Which one of the adults here has the most to sny 
about what happens to you while you ar.e here7 
(Please write in name) 

19. Which one of the adults here has the most t,o say 
about when you get out of here? (Please ~ ... r.ite in 

the name) 

20. Suppose some boys toolt a dislike to a boy you kne ... T, 
and decided to rough him up for no particular 
reason. If, a friend of the poy learned about their 
plan, what should he do? Should he warn an adult? 

__ --.--1 Yes 

21. S~pposea group of boys are planning to get even 
with a commander here that no one lL~es, by beating 
him up.ShOtlld'a boy warn some adult here about it? 

22. 

______ 5 No _----1 Yes 
Suppose some boys from your cottage started steal­
ing food from the kitchen and eating it themselves. 
When the adults found out that food ... 7as being· 
stolen they said that until they found out which 
boys were tw;ing the food, the t~ho1e cottage 
would be restricted • . 
Suppose you kneH Hho was in the group that was 
stealing .the food. If you f,ot the chance to tell 
an adult "lithout anyone else lenot'Ting, would you 

do so'l 
, ___ 1 Yes __ ---5 No 

23. Suppose a boy you Itnew fairly t",el1 was planning to 
rwl tonight, or nO.t come back from. a home visit. 

a). - Would you try to taUt him out of it'l 

____ 1 Yes _____ 5 No 

b) Do you a:hink a boy should ever tell an adult 
here that another boy is planning to run? 

_____ 1 Yes __ -----5 No 

, 



24. 

15. 

26. 

27. 

Boys .have different ideas about this place. Whet 
is your:1:clea ebout 'it - "'hat do you think about 
this place? (check one) . 

_____ 1 A place that ~ boys in 
trouble 

_____ 3 A place to ~ boys who .set 
into troub te 

_____ 5 A place to punish boys for 
something wrong they did 

Regardless of what the cdults here say~ the best 
way to get along here is to (check one) 

_1 

__ 2 

_3 

-~ --

Stay ou~ of the way of the adults, but 
get away "lith what you can 
Don't break any rules and keep out of 
trouble . 
Show that you ere really sorry for ,~hat 
you did_ 
Try to get an understanding of yourself 
Be <1 chiefie 

How much of the time do you think most of the boys 
here really stick together, end are'loyal to each 
other? Do they stick tQgether and are they loyal? 

_1 All of .the time 
_2 Most of the time 
_____ 3 Some of the time 
_____ 4 A little of the time 
_5 NeVer 

Do you agree or disagree? 

The adults here really Qon't care what happens to 
us; they're just doing a job. 

_____ 1 Strongly agree 
_2 Agree 
_3 Disagree 
_4 Strongly disagree 
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28. Now thin1<: o.f the leaders among the boys here - the 
boys that the other boys witl listen to or obey. 
lt doesn't matter. \'lhether you thinl; they are good 
lea(lers or bad. We are interested in all Idnds of 
leaders. There ar.e bound' to be some boys \Olho have 
~ influence over other boys, so think of them 
and answer these questions: ' 

How many of the le.9.ders here: 

a) Are reedy to fight other boys at most any time? 

__ I Allor most leaders' 
_____ 3 About half the leaders 
_5 Few or no leaders 

b) Keep other boys from getting into trouble? 

_____ 1 Allor most leaders 
_____ 3 About half the leaders 
_____ 5 Few or no leaders 

c) Are able to help with personal problems other 
boys have? 

1 Allor most leaders 
-----3 About half the leaders 
:::::5 Few or no leaders 

d) Go around looldng for fights? 

~1 Allor most leaders. 
_____ 3 About half the leaders 
_____ 5 Few or no leaders 

29. Ho,", many times have you been here before -----­
(If ~, please write in .Q.) 

30. How long have you been in the cottage you live in 
~'l' (months) __________ _ 

31. How long have. you been at the I~dustrial Schoo~? 
(If you have been here before, write in ~ how 
long you have been here this time.) (months) _____ 

32. How many times have you run from the Industrial 
School? (Write in.Q., if none.) 

I 

L .. I 
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33. Are you goihg to school here? ~1 Yes ______ 5 No 

34. If you answered yes above, what grade are you L'1'1 -

If you answered no aj:love, whet work program or job 
assignment do you have? 

If you are going to school, are you in the.Vo.ca­
tional (Shop) Program'? _1 Yes _5 Nt) 

If you ere in the shop pro'gram, which one ere you 
in1 

35. How' old are youi (lnst birthday) ________ _ 

.' 
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c - 4 

TEXT: FOLLOW-UP LETTER 

STAFF SURVEY 

A number of weeks have passed since you received 
the research questionnaire (and 1 do appreciate how 
busy you must be). 1 write to emphasize ,that ever~ 
completed questionnaire is important to the study. 
Therefore, 1 ask you, personally, to lend your support 
to the study by completing the questionnaire at the 
earliest possible aate~(within the next week, if you 
are able to). 

Let ~e reassure you that yourenswers will be 
completely anonymous, ~nd that the <;uestionnaires, 
nnemselves, are 'carefully protected. So, please feel 
free to answer all the questions frankly. 

Although you may wonder about your own knowledge 
in some parts of the inquiry, 1 assUre you that each 
person's views are respected anc desire9. It is only 
through learning the fuil ra~e of opinions on'~ of 
the questions and the ideas of ill persoI)I1el at th~ 
Industrial School that we shall be abltp to add to our 
understanding of the operation of such institutions. 
With your help, this study ~~ll benefit other insti-

. tutions that work with youth. 

Again, thank you very much for your cooperation. 
If you h~ve already mailed your questionnaire under­
stand that this letter and your questionnaire have 
crossed in the m-?-il and please, accept my regrets for 
hav:in~ bothered you. If you have ~,sp laced your 
quest~onnaire, another copy is available from Yxs. 
Brlckfleld. ' 

Sincerely yours, 

Victor L. Schneider 

'" 

I 
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c - 5 

TEXT: FOLLOW-UP POSTCARD 
STAFF SURVEY 

Dear 
Perhaps your questionnaire and this card have 

crossed in the mail? If so, please ,accept my apol­
ogy for,bothering you again. If not, won't'you, 
please, complete and return the questionnaire right-
away. 

Almost all staff have returned their question-
naires and the few' that are missi,ng are very impor­
tant,' so we will have a full range of ideas and 
.opinions. If you have, misplaced the questionnaire, 
another copyi's available from ,-irs. Brickfie,ld. 
Again let me assure you that your answers will be 
anonymous and that the questionn'aires are carefully 
p'rotected. S,1,ncerely, 

/s/ Victor L. Schneider 
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